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SUMMARY
Social change and technical advance require adaptive 
modification to organizational structure. Failure of an organi­
zation to make adequate adjustment leads to dissatisfaction both 
within and without.
Forestry organizations show conservatism which is a 
reflection of the long term nature of many forestry projects. These 
organizations often share objectives, constraints and professional 
ethics which transcend geographical, political and frequently private 
enterprise boundaries. Major forestry organizations are commonly 
government sponsored bodies known as "forest services".
In this essay the relationship of sociological thought to 
organizations is examined with the objective of applying this to the 
problems of forestry organizations under conditions of change. Forest 
services might advantageously apply modem sociological ideas in 
planning organizational development.
Examination reveals the widespread concern with organiza­
tional adaptation in response to changing social and technical envir­
onments. Theories once appropriate to the explanation of efficient 
structures in organization are now commonly in disrepute. However 
some sociologists have reconciled seemingly disparate theories by 
showing that different organizational structures are appropriate in 
different organizational environments. The major environmental 
variable is its stability. The more highly structured organizations 
are most effective under stable conditions.
The organizational form known as "bureaucracy" has become 
synonymous with large organizations, particularly in government. It 
is a highly structured type of organization and under modern condi­
tions of rapid change has been shown to exhibit many dysfunctions.
V-L v;
A modem form known as "project" or "matrix" organization is adapted 
to conditions of instability. Such an organizational form provides 
flexibility by allowing members from various branches to combine and 
recombine to handle tasks of finite duration.
Examples of forest service organization have been drawn 
from the Australian region. They illustrate a pattern which is 
typically a bureaucratic hierarchy. There is variation in structure 
primarily in the degree of decentralization. A trend towards 
proliferation of specialist functions at the headquarters level is 
apparent. Variation in structure appears to be related to the intensity 
of management required rather than geographical diversity.
Research workers are tied to various functional divisions 
and form relatively isolated groups within a forest service. The 
tendency for frequent and enthusiastic communication between the 
members of functional research groups common to different organizations 
provides the potential medium for inter-service cooperation.
A tendency is noted for reorganizations to occur placing 
functional divisions together under the name of "operations". This 
trend may be of short duration due to its isolating effect on planning 
and executive branches. With increased levels of training at recruit­
ment and personal values placing more stress on both independence of 
thought and participation in practice, any organizational device 
limiting communication will tend to be resisted. Increasing demands for 
independence and individual participation in decision making point to 
more decentralized forest services in the future.
The contribution of social science to organizational develop­
ment will be through its influence on managerial attitudes rather than 
through the provision of ready-made solutions.
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INTRODUCTION
There has always been an interest in organization. 
Concurrently, there have always been forces tending to change 
organizations and forces tending to preserve them. The forces 
for change appear to be dominant at the present time.
In Forestry there has been an increasing awareness of 
organization. At the same time there has been an increasing level 
of criticism from within. This may have been caused by a desire to 
facilitate more effective use of technological developments. In 
addition there has probably been a response to changing external 
environments. The latter effect has become more marked in recent 
times, and the threat of external challenge has always stimulated 
the desire for more effective organization amongst men.
This essay is largely the result of an awakening to the 
writings of social scientists on the subject of organizations, and 
a realization of their possible application to the forestry manage­
ment situation.
One could suggest that forest service organizations have 
suffered in their organizational development through lack of exposure 
to this work. To a very large extent, forestry organizations have 
been dominated by professionally trained foresters, and the training 
of these officers has, until recent years, lacked any formal contact 
with the study of sociology. This problem, as it applies to the 
United States of America, has been described by Yoho (1969). There 
have been comparable effects in Australia.
Many attempts at improving forestry organizations in this 
country appear to have been based upon traditional concepts of organ­
ization, particularly within the Public Services, which "shelter" the 
major forest services. An approach to the problem of reorganization
which is not based upon, or tied to the traditions of bureaucracy 
may have much to offer. This is particularly so in the case of the 
many new, technically based facets of forestry, which find a place 
in the work of a forest service.
It is therefore the objective of this essay to examine 
the basis of the social science of organizations and to seek an 
appropriate theoretical background as the foundation for an examin­
ation of present day forest service organizations.
To those associated with forest research, within a forest 
service, the problem of organization seems of universal concern.
The importance of research to the forestry profession, as it endeav­
ours to relate to the needs of a changing social environment and 
increasing concern for natural resources, is widely recognized. It 
is noteworthy that considerations for improved organization have received 
more attention, at least in publication, by the research oriented 
members of forestry organizations.
In the title of this essay emphasis has been placed on the 
"structure" of organizations. It is not practicable or desirable to 
consider organizational structure separately from general organizational 
theory. The structure is the visible expression of the many facets 
which must be considered in the analysis of an organization however, 
and it was felt desirable to relate discussion to this most concrete 
of organizational terms.
The structure of an organization is that part which is most 
amenable to alteration, and which may also be the outward expression 
of important factors such as objectives, philosophies, and the values 
of its members, or of the society which it serves.
It is possible that the "official" structure of an organi­
zation does not reflect the current objectives of its members, and
that they are in fact achieving their goal by informal means. In such 
a case there are limitations to effective communication imposed by 
the organizational design of an earlier date. Closer examination may 
reveal this to be a common situation. It is surely desirable however, 
that the objectives of the organization and the efficiency and satis­
faction of its members should be promoted by the structure of their 
organization and not impeded by it.
P A R T  1
THE S O C I O L O G Y  O F  O R G A N I Z A T I O N S
CHAPTER ONE
ORGANIZATIONS IN A CHANGING SOCIETY
"Change i s  th e  m e ta p h y s ic  o f  o u r  a g e " .  ( K o s t e l a n e t z :  q u o te d
by Thomas and B enn is  1972, p . 7 . )
As Bennis  (1970) h a s  s u g g e s t e d ,  i t  would be  m ost im p ro b a b le  
i f  b a s i c  human r e l a t i o n s ,  and h e n c e  o r g a n i z a t i o n s ,  f a c e d  w i th  th e  
t rem endous  i n c r e a s e s  i n  ou r  sp e e d  o f  com m un ica t ion , d a t a - h a n d l i n g  and 
t r a v e l  o v e r  th e  p a s t  c e n t u r y ,  were to  rem ain  u n a f f e c t e d .  S peak ing  o f  
change  Thomas and B ennis  (1972) have  s a i d  " i t s  a c c e l e r a t i o n  and growing 
c o m p le x i ty  w eigh h e a v i l y  on th e  s t r u c t u r e ,  i n t e r p e r s o n a l  dynam ics and 
e f f e c t i v e n e s s  o f  . . .  o r g a n i z a t i o n " .
I t  i s  c e r t a i n l y  a w id e ly  e x p r e s s e d  o p in io n  t h a t  te c h n o lo g y  
in d u c e d  change i s  a f f e c t i n g  th e  n a t u r e  o f  s o c i a l  b e h a v io u r  and hence  
th e  e f f e c t i v e n e s s  o f  t r a d i t i o n a l  o r g a n i z a t i o n s .  The s i t u a t i o n  can 
be  c o n f u s in g  how ever ,  b e c a u s e  i t  i s  o f t e n  found  t h a t  m a jo r  o r g a n i z a t ­
i o n s  a r e  n o t  i n  th e m s e lv e s  am enable t o  c hange . In  such  s i t u a t i o n s  
s u g g e s t e d  changes  t o  im prove e f f i c i e n c y ,  s a t i s f a c t i o n  o r  t h e  g e n e r a l  
e f f e c t i v e n e s s  o f  human r e s o u r c e s  a r e  d i f f i c u l t  t o  j u s t i f y  and im plem en t.
The p ro b lem s  s u r r o u n d in g  t h i s  t o p i c  have  r e c e i v e d  a g r e a t  
d e a l  o f  a t t e n t i o n  i n  t h e  f i e l d s  o f  s o c i a l  s c i e n c e  c o n c e rn e d  w i th  o r g a n ­
i z a t i o n a l  t h e o r y ,  a s  w e l l  as  i n  th o s e  c o n c e rn e d  w i th  i t s  p r a c t i c e .
In the following pages a selection from the literature is presented, 
including some ideas which may be useful as guidelines to practice 
in implementing organizational change.
INHERENT RESISTANCE TO CHANGE
To overcome the inherent resistance to change associated 
with human institutions, "strategies of planned organizational change 
need to be developed within a frame-work that includes an awareness 
of the major 'exogenous' forces of social-cultural-political change 
confronting the organization". (Thomas and Bennis 1972).
The choice of such strategies depends largely on the 
perspective with which people see their organization and its role 
in society generally. The development and communication of such 
strategies has been facilitated by the concept of a "paradigm".
In this context Thomas and Bennis (1972) have defined a paradigm as 
"that dimension of management ideology which informs the posture an 
organization assumes with respect to change and conflict. A paradigm 
emerges from the constellation of beliefs and the assumptions which 
individuals in the organization, particularly key decision-makers, 
share about the nature of their organization". They give as an 
example of a paradigm of planned organizational change in recent 
years that which has become known as the 'human relations' model.
A related idea had been previously suggested by Simon 
(1967) to the effect that developments in administrative theory are 
often the consequence of change in the social, political and cultural 
environment of the organization. He asked, "How far is the effective­
ness of modem human relations due to a waning of the acceptance of 
authoritarian personality structures in the general populace?"
One might readily agree that this factor is important in 
the general movement towards organizational change. It would cer­
tainly be associated with feelings of concern for the effectiveness
of large institutions where resistance to change is currently noted. 
But it cannot explain resistance to change. Such resistance may in 
fact be something of an illusion due to the fact that established 
means of accommodating essential change in organizations results in 
a time lag relative to the rate of change of other facets of modem 
society e.g. sense of values. It often seems that the rate of change 
in society generally is accelerating relative to the rate of change 
in organizations. Organizations in competitive fields are obviously 
going to suffer more from loss of effectiveness in their human 
resources than are those in non-competitive fields.
Considering those organizations where resistance to change 
is evident it is of interest to note the following ideas from the 
literature. To a large extent recent expressions of dissatisfaction 
with organizational efficiency or effectiveness may have been met by 
the strategy of "absorption of protest" (Leeds 1968). In this the 
protest group attains respectable recognition in exchange for its 
acceptance of the legitimacy of the larger system (Thomas and Bennis, 
1972).
The effectiveness of this strategy - to Thomas and Bennis 
the 'absorption of protest' paradigm - depends on:
1. A reliance of the top to recognize the potential for 
the protesting 'enclave' to contribute to organizat­
ional goals. To be effective, this paradigm requires 
a lessoning of 'trained incapacity', a widening of
'perspectivistic orientation' as one goes up the 
hierarchy of the organization. Or in Leed's words: 
'With its broader, more substantive, perspective the 
top is more amenable to innovation than the middle 
hierarchy, especially when faced with internal 
weakness or external challenge.'
2. Accessibility of the protest group to the top: a 
communication channel has to be established as a 
vehicle for the protest enclave to gain visibility 
for its program. Here we have a specific instance 
of how a more restrictive paradigm of conflict 
management could suppress the useful potential in a
dissenting group. If the manager conceives of such 
a development only as an instance of inter-personal 
tension, or intergroup conflict, he may adopt a 
strategy of conflict resolution which could be 
detrimental to organizational innovation.
3. A model of the situation which can help determine
the implications of the protest for the organization's 
central policies. This includes two images: the 
impact against what it will allow; and similarly, 
the impact the protest group feels it should have 
as against what it is willing to accept. Within the 
framework of these four parameters, negotiation occurs 
between the protest group and the organization aimed 
at defining the ultimate consequences of the issue of 
dissent.
(Thomas and Bennis 1972, p.17.)
STABILITY OF BUREAUCRACY
In a bureaucracy the organizational chart stresses the 
importance of who reports to whom and the relative level in the 
organization of each superior-subordinate relationship. These 
relationships are the building blocks of bureaucracy, which has, 
through long familiarity, become closely related to our inter­
pretation of organizational efficiency. Our confidence in such an 
interpretation may be due to the success of bureaucratic organi­
zations in meeting the major criteria for economic success in our 
society, going back over many years. These relationships when 
charted, provide an organizational map, at least to hierarchy, but 
another map is needed to chart the actual relationships needed to 
carry out the work of the organization. Kingdom (1973, p.4.) 
suggests that -
the specter of losing hierarchical control has inhibited 
the publishing of alternative organization maps. Therefore, 
since organizational change is possible in a bureaucracy 
only through a vertical redistribution of power (delegation 
of authority) we find ourselves with remarkably stable 
hierarchical organizations.
Unfortunately, our remarkably stable hierarchical organi­
zations are increasingly called upon to deal with the 
turbulent dynamics of changing environments. At least 
one observer of the organizational scene has referred to 
the result as 'organizational dry rot'. Even more
unfortunate, and frustrating, is the recognition of the 
human element at the centre of this organizational problem: 
stubborn human stability in the face of needed change. But 
it is the price we pay for allowing only one map of organi­
zation - the hierarchic map.
MOTIVES FOR CHANGE
A superficial examination of the motives underlying the 
widespread indications of desire for organizational change may readily 
place emphasis on such factors as the increase in the need for funct­
ional specialization resulting from growth in technical knowledge.
While this is certainly a real influence it is one which should be 
readily dealt with in the normal (conventional) capacity of an organ­
ization to adapt to change. A more basic and more intimately permeat­
ing influence is the change in values of society. This is certainly 
a much more difficult factor to handle, especially in large organizat­
ions. It has its primary influence through society itself. Organi­
zations, the institutions of society, must either make appropriate 
changes in policy or fall apart to become re-established in an 
approved mode. To quote Katz and Georgopoulos (1971), "organization 
forms today are under challenge and without creative modification may 
face difficulties in survival. On the one hand they are growing in 
size and complexity, with criss-crossing relationships with other 
systems and with increasing problems of co-ordination. The traditional 
answer in organization structure is on the technical side, more comput­
erized programs to feedback and co-ordination, more specialization of 
function, more centralization of control. On the other hand, the 
social and psychological changes in the culture are Increasingly at 
odds with the technological solution of more and more of the same".
Thomas and Bennis in their review (1972) have indicated a 
number of social changes observed by prominent social scientists in 
recent years. Kahn (1969) has drawn attention to "further decline
i n  t h e  s a c r e d  i n  f a v o r  o f  th e  s e c u l a r ,  more p rag m a tism , th e  r i s e  o f  
f u t u r e  o r i e n t e d  t h i n k i n g  and th e  im provem ent of  t o o l s  f o r  t h i s  
p u r p o s e ,  t h e  i n c r e a s i n g  a p p l i c a t i o n  o f  r a t i o n a l i t y  t o  s o c i a l ,  
p o l i t i c a l  and c u l t u r a l  p ro b le m s ,  th e  d e c r e a s in g  im p o r ta n c e  o f  p r im ­
a ry  o c c u p a t io n s ,  and so  on. In  g e n e r a l ,  an a c c e l e r a t i o n  o f  t h o s e  
t r e n d s  w hich  have  become a s s o c i a t e d  w i th  ' p o s t - i n d u s t r i a l i s m ' . "
R e ich  (1970) h a s  s i m i l a r l y  i d e n t i f i e d  a deve lopm en t i n  s o c i a l  
v a l u e s .  " C o n s c io u s n e s s  I I I  -  a  sy s te m  of  v a lu e s  and a l i f e  s t y l e  
which i s  n o r m a t iv e ,  i d e o l o g i c a l ,  u t o p i a n ,  v i s c e r a l ,  h u m a n i s t i c ,  
communal, som etim es h e d o n i s t i c  and t r a n s c e n d e n t a l " ,  opposed  t o  what 
i s  v iew ed as a  dom inant s o c i a l  d r i f t  tow ards  t h e " t e c h n o c r a t i c  
r a t i o n a l i t y  o f  p o s t - i n d u s t r i a l i s m . "
W ilson  (1970) h a s  f o r e s e e n  changes  i n  v a lu e  sy s te m s  which 
w i l l  be  t h e  m a jo r  d e te r m i n a n t s  o f  s o c i a l ,  p o l i t i c a l  and econom ic  
d e v e lo p m e n ts .  They i n c l u d e
(a )  O r g a n i z a t i o n ------> i n d i v i d u a l .  O r g a n iz a t i o n s  w i l l  be
a c c e p te d  o r  r e j e c t e d  a c c o r d in g  t o  t h e  em phasis  th ey  
p l a c e  on th e  r i g h t s  o f  th e  i n d i v i d u a l .
(b) U n i fo rm i ty  ( c o n f o r m i t y ) ------>  p l u r a l i s m .
(c)  In d e p e n d e n c e ------- >  i n t e r d e p e n d e n c e . T here  w i l l  be  an
aw areness  o f  th e  n eed  f o r  c o - o p e r a t i o n  and i n t e r ­
d i s c i p l i n a r y  a p p ro a c h e s .
(d) F u t u r e ------ > im m ediacy . One o f  t h e  m a jo r  t e n s i o n s  o f
th e  f u t u r e  may r e s u l t  from a grow ing  demand f o r  
i n s t a n t  s o l u t i o n s ,  f o r  im m ed ia te  g r a t i f i c a t i o n .
(e )  M ora l  a b s o l u t e s -------> s i t u a t i o n  e t h i c s .
Many f e a t u r e s  o f  su ch  i n d i c a t i o n s  o f  c h a n g in g  p e r s o n a l  v a lu e s  a r e  
f a m i l i a r  t o  u s ,  and f r e q u e n t l y  a r i s e  i n  t h e  c o n te x t  of e x p r e s s io n s  
o f  d e s i r e  f o r  an " im proved  o r g a n i z a t i o n " .
7A c c o rd in g  t o  Harman (1969) " th e  t r e n d  i s  to w a rd s  i n s t i t u t i o n ­
a l i z a t i o n  o f  t h e  p r o c e s s  o f  r e s e a r c h - d e v e l o p m e n t - i n n o v a t i o n - d i s e m i n a t i o n , 
and  to w a rd s  t h e  deve lopm en t o f  o r g a n i z a t i o n a l  forms a d a p te d  t o  p ro m o tin g  
c h a n g e " .
D ru c k e r ,  (1969) h a s  d e s c r i b e d  th e  em ergence  o f  a  'know ledge  
s o c i e t y '  i n  w hich  know ledge i s  th e  c e n t r a l  c a p i t a l .  Demand grows f o r  
s k i l l e d ,  s e m i - p r o f e s s i o n a l  and p r o f e s s i o n a l  l a b o u r e r s  and d im in is h e s  
f o r  u n s k i l l e d ,  un k n o w led g eab le  l a b o u r .  There  i s  an e x p a n d in g  f r a c t i o n  
o f  the  p o p u la c e  i n v o lv e d  i n  e d u c a t i o n  and an e x p a n d in g  f r a c t i o n  o f  th e  
n a t i o n a l  incom e go in g  t o  e d u c a t i o n .
Harman (1969) a l s o  s u g g e s t s  t h a t  r e c e n t  t r e n d s  o f  i n c r e a s i n g  
a f f l u e n c e ,  i n c r e a s i n g  l e v e l s  o f  e d u c a t i o n ,  and c h a n g in g  c h i l d - r e a r i n g  
p a t t e r n s  h a v e  com bined to  p ro d u c e  an i n c r e a s i n g  p r o p o r t i o n  o f  th e  
p o p u la c e  who a r e  ' g r o w th - m o t iv a te d '  r a t h e r  th a n  ' d e f i c i e n c y - m o t i v a t e d ' . 
The r e s u l t  shows i t s e l f  i n  s i g n s  of  c hang ing  v a lu e s  i n  t h e  d i r e c t i o n  
o f  h i g h e r  v a l u a t i o n  o f  th e  f e e l i n g s  and s u b j e c t i v e  s i d e  o f  l i f e ,  o f  
s e l f - r e a l i z a t i o n  and  o f  m eaning and s i g n i f i c a n c e  i n  w ork . He n o t e s  
t h a t  t h e r e  i s  more q u e s t i o n i n g  o f  t r a d i t i o n a l  work v a l u e s ,  and a 
te n d e n c y  t o  b l u r  t h e  d i s t i n c t i o n  b e tw een  w ork , l e i s u r e  and e d u c a t io n .
The r i s e  o f  " f u t u r e - o r i e n t e d  t h i n k i n g "  i n d i c a t e d  above , may 
be r e g a rd e d  as y e t  a n o th e r  e x p r e s s i o n  o f  co n c e rn  w i th  p r e s e n t - d a y  
o r g a n i z a t i o n a l  form .
CHANGING PERSPECTIVES
W.G. B ennis  (1970b) i n  r e - e x a m in in g  h i s  p r o g n o s t i c a t i o n s  
w ith  r e g a r d  to  th e  co n d u c t  o f  o r g a n i z a t i o n  and m a n a g e r ia l  p r a c t i c e s  
made some y e a r s  e a r l i e r  (B e n n is ,  1964) found t h a t  new e x p e r i e n c e s  
and o t h e r  e m e rg en t  f a c t o r s  had  combined to  p r o v id e  a new p e r s p e c t i v e  
whida c a s t  d oub t  on a number o f  h i s  e a r l i e r  a s s u m p t io n s .  The con­
c lu s io n  o f  h i s  e a r l y  a n a l y s i s  had  been  t h a t  b u r e a u c r a c y  "an  e l e g a n t
s o c i a l  i n v e n t i o n "  would be  " h o p e l e s s l y  ou t o f  j o i n t  w i th  c o n te m p o ra ry  
r e a l i t i e s " ,  and t h a t  "we would  w i tn e s s  and p a r t i c i p a t e  i n  th e  end  of 
b u r e a u c r a c y  as we ( th e n  knew) i t  and th e  r i s e  o f  a new s o c i a l  sy s te m  
b e t t e r  s u i t e d  to  t w e n t i e t h - c e n t u r y  demands o f  i n d u s t r i a l i z a t i o n . "
The b a s i s  o f  t h i s  a rgum ent makes an i n t e r e s t i n g  summary 
o f  f a c t o r s  w hich  must s t i l l  b e  a p p a r e n t  as i n f l u e n c i n g  th e  d e s i r e  
(and  n e e d )  f o r  o r g a n i z a t i o n a l  change:
1. The e x p o n e n t i a l  growth o f  s c i e n c e ,  t h e  grow th o f  
i n t e l l e c t u a l  t e c h n o lo g y ,  and th e  grow th o f  r e s e a r c h  
and deve lopm ent a c t i v i t i e s .
2 . The grow ing c o n f lu e n c e  b e tw een  men o f  know ledge and 
th e  men o f  pow er.
3. A fu n d a m e n ta l  change i n  t h e  b a s i c  p h i lo s o p h y  w hich  
u n d e r l i e s  m a n a g e r i a l  b e h a v io u r ,  r e f l e c t e d  most o f  
a l l  i n  th e  f o l l o w i n g  t h r e e  a r e a s :
(a) a new c o n c e p t  o f  man, b a s e d  on i n c r e a s e d  
know ledge o f  h i s  complex and s h i f t i n g  n e e d s ,  
w hich r e p l a c e s  t h e  o v e r - s i m p l i f i e d ,  i n n o c e n t  
p u s h - b u t t o n  c o n c e p t  o f  man;
(b) a new c o n c e p t  of  pow er, b a s e d  on c o l l a b o r a t i o n  
and r e a s o n ,  w hich r e p l a c e s  a  model o f  power 
b a se d  on c o e r c io n  and f e a r ;  and
(c) a new c o n c e p t  o f  o r g a n i z a t i o n a l  v a l u e s ,  b a s e d  
on h u m a n i s t i c - d e m o c r a t i c  i d e a l s ,  w hich  r e p l a c e s  
th e  d e p e r s o n a l i s e d  m e c h a n i s t i c  v a lu e  s y s te m  o f  
b u r e a u c r a c y .
4 . A t u r b u l e n t  e n v iro n m e n t  which would  h o l d  r e l a t i v e  
u n c e r t a i n t y  due t o  t h e  i n c r e a s e  o f  r e s e a r c h  and 
deve lopm en t a c t i v i t i e s .  The e n v iro n m e n t  w ould  become 
i n c r e a s i n g l y  d i f f e r e n t i a t e d ,  i n t e r d e p e n d e n t ,  and more 
s a l i e n t  to  t h e  o r g a n i z a t i o n .  T here  would  be  g r e a t e r  
i n t e r p e n e t r a t i o n  of t h e  l e g a l  p o l i c y  and econom ic  
f e a t u r e s  o f  an o l i g o p o l i s t i c  and g o v e r n m e n t - b u s in e s s -  
c o n t r o l l e d  economy. T hree  main f e a t u r e s  o f  t h e  e n v i r o n ­
ment would  be in te r d e p e n d e n c e  r a t h e r  th a n  c o m p e t i t i o n ,  
t u r b u l e n c e  r a t h e r  th a n  a s t e a d y ,  p r e d i c t a b l e  s t a t e ,  
and l a r g e  r a t h e r  th a n  s m a l l  e n t e r p r i s e s .
5 . A p o p u l a t i o n  c h a r a c t e r i s e d  by a y o u n g e r ,  more m o b i le ,  
and b e t t e r  e d u c a te d  w o r k f o rc e .
B enn is  b e l i e v e d  t h a t  t h e s e  c o n d i t i o n s  would  b r i n g  a b o u t  some 
s i g n i f i c a n t  c h a n g e s .  "The i n c r e a s e d  l e v e l  o f  e d u c a t io n  and r a t e  o f  
m o b i l i t y  w ould  b r i n g  a b o u t  c e r t a i n  changes i n  v a lu e s  h e l d  to w ard  
w ork . P e o p le  would te n d  to  (a) be more r a t i o n a l ,  be  i n t e l l e c t u a l l y
c om m itted ,  and r e l y  more h e a v i l y  on forms o f  s o c i a l  i n f l u e n c e  w hich 
c o r r e s p o n d  t o  t h e i r  v a lu e  sy s te m ;  (b) be  more ' o t h e r - d i r e c t e d '  and 
r e l y  on t h e i r  tem p o ra ry  n e ig h b o r s  and w orkm ates  f o r  c o m p a n io n sh ip s ,  
i n  o t h e r  w o rd s ,  h a v e  r e l a t i o n s h i p s ,  n o t  r e l a t i o n s ;  and (c) r e q u i r e  
more in v o lv e m e n t ,  p a r t i c i p a t i o n  and autonomy i n  t h e i r  w o rk ."
These f a c t o r s  a p p e a r  l a r g e l y  r e l e v a n t  t o  t h e  A u s t r a l i a n  
s i t u a t i o n  a t  th e  p r e s e n t  t im e ,  p a r t i c u l a r l y  to  th e  t y p i c a l  f o r e s t  
s e r v i c e ,  a l th o u g h  B ennis  s t a t e s  i n  h i s  1970 p a p e r  t h a t  t h e  o r g a n ­
i z a t i o n s  he h a d  i n  mind ( i n  h i s  1964 p a p e r )  w ere  " i n s t r u m e n t a l ,  
l a r g e - s c a l e  s c i e n c e  b a s e d ,  i n t e r n a t i o n a l  b u r e a u c r a c i e s ,  o p e r a t i n g  
u n d e r  r i g i d  grow th  c o n d i t i o n s :  and t h a t  " s e r v i c e  i n d u s t r i e s  and 
p u b l i c  b u r e a u c r a c i e s "  were e x c lu d e d  from  th e  a n a l y s i s .
I t  i s  i n t e r e s t i n g  t o  n o t e  th e  r e c o n s i d e r a t i o n  made by 
B enn is  (1 9 7 0 b ) .  As a r e s u l t  o f  t h e  many u p h e a v a ls  i n  h i s  (a  
U n i te d  S t a t e s  U n i v e r s i t y )  e n v iro n m e n t  o v e r  th e  i n t e r v e n i n g  y e a r s  he 
f i n d s  a s i t u a t i o n  p la g u e d  by dilemmas i n  t h e  s o c i a l  s c e n e .  The 
demand f o r  change i n  i n s t i t u t i o n s  h a s  become b o th  lo u d  and complex.
. . .  t h e  t h r e a t  t o  l e g i t i m a c y  o f  a u t h o r i t y ,  t h e  t e n s i o n s  
b e tw een  p o p u l i s t  and e l i t i s t  f u n c t i o n s  and i n te r d e p e n d e n c e  
and c o m p l i c i t y  i n  th e  e n v i r o n m e n t ,  th e  need  f o r  f r e s h  
m e ta p h o rs ,  th e  d i s c o n t i n u i t i e s  b e tw e en  m ic ro  s y s te m  and 
macro s y s te m s ,  and t h e  b a f f l i n g  c o m p e t i t io n  b e tw e e n  f o r c e s  
t h a t  s u p p o r t  and t h o s e  t h a t  s u p p r e s s  th e  a d o p t io n  o f  
d e m o c r a t i c  i d e o lo g y .  A l l  t o g e t h e r ,  th e y  curb  my op tim ism  
and b l u r  th e  v i s i o n ,  b u t  m ost c e r t a i n l y  f o r c e  a new 
p e r s p e c t i v e  upon u s .
On th e  o t h e r  h a n d ,  o t h e r  s o c i a l  s c i e n t i s t s  c o n c e rn e d  w i th  
t h e  t o p i c  o f  o r g a n i z a t i o n a l  change , e . g .  B ru c k e r  (1964) and G ardner 
(1 9 6 3 ) ,  have  a s s e r t e d  t h a t  t h e  k in d  and n a t u r e  o f  p r e s e n t - d a y  change, 
r e f e r r i n g  to  o r g a n i z a t i o n a l  e n v i r o n m e n t ,  p r e c l u d e s  p r e d i c t i o n  o f  
th e  f u t u r e .  ( T e r r e b e r r y ,  1968 ) .
A great many contributions have been made towards this 
topic of socio-economic and technical change and its effect on 
organizations. Those mentioned in this Chapter cover a range of 
responses to the problem. The extent of the problem is such as 
to have resulted in the development of a specialized field of 
study, and it has even become a popular field of writing, as 
evidenced by Alvin Toffler's "Future Shock". But before we look 
at something like that author's 'Adhocracy' (Toffler, 1970) as a 
possible solution to organizational problems in Forestry we should 
look at the development of organizational theory and some of its
modem forms.
CHAPTER TWO
A GENERAL REVIEW OF THE THEORY OF ORGANIZATIONS
By implication or explicit recommendation the current 
literature suggests to the manager the utility of 
divergent managerial styles, organization structures 
and climates, and types of managerial training. For 
the behavioral and social scientists who devote their 
lives to understanding these topics, the apparent 
contradictions and ambiguities are confusing enough, 
but for the practicing administrator who is supposed 
to use this new knowledge as a guide in making organ­
izational decisions, the confusion may at times seem 
insurmountable.
(Lawrence and Lorsch, 1967).
The nature of this topic, especially in a modem era of 
change, makes a warning worth heeding. Tom Bums has said, "the 
beginning of administrative wisdom is the awareness that there is 
no one optimum type of management system." And Joan Woodward has 
suggested, "The danger lies in the tendency to teach the principles 
of administration as though they were scientific laws, when they are 
really little more than administrative expedients found to work well 
in certain circumstances but never tested in any systematic way."
In treating this material, the output of current sociolog­
ical research into organizations, with a view to adapting its 
principles or tenets Into management practice, it is increasingly 
important to be aware of the fluidity of thought in these issues.
To quote Tom Lupton (1971):
As more managers become interested in the social sciences 
and their organizational implications they will be drawn 
into arguments about the theories that underlie the various 
prescriptions for action. It will be a pity if managers 
become trapped in traditional postures at a time when 
traditional theoretical positions are being rapidly eroded 
by new research and theory-building about the nature of 
open socio-technical systems.
" S o c i a l  s c i e n c e "  he sa y s  "m ust be se en  by m anagers as  a m ethod o f  
a n a l y s i s  and  as s u g g e s t i n g  c o u rs e s  o f  a c t i o n  and d e c i s i o n . "
AN HISTORICAL OVERVIEW
An u n d e r s t a n d in g  o f  m odem  t h e o r i e s  o f  o r g a n i z a t i o n  can 
be f a c i l i t a t e d  by  an aw areness  o f  t h e i r  h i s t o r i c a l  d e v e lo p m en t .
T here  was l i t t l e  deve lopm ent p r i o r  to  t h e  a d v e n t  o f  t h e  i n d u s t r i a l  
r e v o l u t i o n  i n  th e  m id - e ig h t e e n t h  c e n tu r y .  However, k e e p in g  t r a c k  
o f  t r a i n s  o f  th o u g h t  and l i n e s  o f  i n f l u e n c e  h a s  become a d i f f i c u l t  
t a s k  i n  r e c e n t  y e a r s .
D e s p i te  th e  d e a r t h  o f  r e c o r d s  i n  e a r l y  l i t e r a t u r e ,  i n t e r e s t  
i n  th e  th e o r y  o f  o r g a n i z a t i o n s  i s  known t o  c o v e r  a w ide t im e  s p a n .
We f i n d  i t  t r e a t e d  as f a r  back  as th e  Greek p h i l o s o p h e r s ,  b u t  th e  
E n g l i s h  e c o n o m is t  Adam Sm ith ,  i n  h i s  The W ealth o f  N a tio n s  (1776) i s  
o f t e n  r e g a r d e d  as th e  f i r s t  i n  th e  h i s t o r y  o f  s o c i a l  s c i e n c e  t o  
a t t e m p t  t o  f o r m a l i z e  a t h e o r y  o r  o r g a n i z a t i o n s .  T h is  he  d id  by 
c o n c e p t u a l i z i n g  and o r g a n i z in g  th e  t h i n k i n g  o f  o t h e r s  who had 
i n f l u e n c e d  him . (Hodge and Jo h nson  ( 1 9 7 0 ) ,  p .  1 7 ) .  We th e n  h a v e  
few s i g n i f i c a n t  c o n t r i b u t i o n s  u n t i l  a b o u t  th e  end o f  th e  n i n e t e e n t h  
c e n tu r y .  S in c e  th e n  t h e r e  has  b e e n  i n c r e a s i n g  i n t e r e s t  shown by 
s o c i a l  s c i e n t i s t s  i n  o r g a n i z a t i o n a l  p r o b le m s .  Lupton  (1971) h a s  
c o n s id e r e d  t h i s  t o  have  b e e n  due to  th e  em ergence  o f  l a r g e - s c a l e  and 
i n c r e a s i n g l y  complex i n d u s t r i a l  o r g a n i z a t i o n s  o v e r  th e  p a s t  s e v e n  o r  
e i g h t  d e c a d e s ,  w i th  a c o r r e s p o n d in g  i n c r e a s e  i n  p rob lem s t o  be s t u d i e d .  
He d i s t i n g u i s h e s  be tw een  th e  v a r i o u s  b r a n c h e s  o f  s o c i a l  s c i e n c e  w hich  
have  become th u s  i n v o lv e d .  At f i r s t  were th o s e  p s y c h o l o g i s t s  c o n c e rn e d  
m a in ly  w i th  th e  e f f e c t  o f  p h y s i c a l  e n v i r o n m e n t .^  S o c i a l  a n t h r o p o l o g i s t s
1 The p rob lem s o f  i n d u s t r i a l  o r g a n i z a t i o n s  i n  th e  F i r s t  World War 
s t i m u l a t e d  th e  a p p l i c a t i o n  o f  p s y c h o l o g i c a l  know ledge t o  i n d u s t r y  
( i n  B r i t a i n )  and gave b i r t h  t o  I n d u s t r i a l  P sy c h o lo g y .  T h is  work 
was c a r r i e d  o u t  u n d e r  th e  a u s p ic e s  o f  t h e  H e a l th  of  M un it ion  
W o rk e rs ’ Committee and i t s  s u c c e s s o r  t h e  I n d u s t r i a l  F a t ig u e  
R e se a rc h  B oard . Lupton  (1 9 7 1 ) ,  p . 2 8 .
w ere  e a r l y  i n v o lv e d  i n  th e  U n i te d  S t a t e s  o f  A m erica . Then came 
s o c i a l  p s y c h o lo g y  and  s o c io l o g y .  E conom is ts  and p o l i t i c a l  s c i e n t i s t s  
he  s e e s  as o n ly  r e c e n t l y  t a k i n g  an i n t e r e s t  i n  i n t e r n a l  o r g a n i z a t i o n a l  
d e c i s i o n - m a k i n g .  "As a r e s u l t  of a l l  t h i s  work th e  p o s s i b i l i t y  now 
e x i s t s  o f  a s o c i a l  s c i e n c e  o f  o r g a n i z a t i o n  which w i l l  draw upon th e  
m ethods and f i n d i n g s  o f  a l l  s o c i a l  s c i e n c e s . "  As t o  th e  f i e l d  of 
s t u d y ,  i t  i s  i n  e f f e c t  " q u i t e  na rrow  and e a sy  to  comprehend" -  
r e l a t i n g  " t o  t h e  d i f f i c u l t i e s  f o r  human i n d i v i d u a l s  and g roups w hich 
a r i s e  from  w o rk in g  i n  o r g a n i z a t i o n s  and from t r y i n g  t o  make o r g a n i ­
z a t i o n s  work more e f f e c t i v e l y . "  The p a r t i c u l a r  i n t e r e s t s  o f  s o c i a l  
s c i e n t i s t s  i n  o r g a n i z a t i o n s ,  as Lupton (1971) s e e s  them , a r e :
1. The c onsequences  o f  v a r i o u s  ways of  a l l o c a t i n g  and 
d i s t r i b u t i n g  work and a u t h o r i t y ,  i . e .  i n  p rob lem s 
o f  s t r u c t u r e .
2 . The n a t u r e  o f  c o n f l i c t  and c o - o p e r a t i o n  i n  o r g a n i z a t i o n s  
and t h e i r  r e l a t i o n  to  s t r u c t u r e .
3. Human m o t i v a t i o n ,  s a t i s f a c t i o n  and i n c e n t i v e s .
4. The com m unication  o f  i d e a s ,  o r d e r s  and i n f o r m a t i o n .
5 . P h y s i c a l  and m e n ta l  h e a l t h  and i t s  r e l a t i o n  to  th e  
p h y s i c a l  and s o c i a l  e n v iro n m e n t  o f  t h e  i n d i v i d u a l .
6 . T e c h n ic a l  and a d m i n i s t r a t i v e  change .
Lupton t r a c e s  th e  o r i g i n  o f  a s y s t e m a t i c  s tu d y  o f  i n d u s t r i a l  
o r g a n i z a t i o n s  to  a  group o f  " p r a c t i c a l  m anagers"  o f  whom th e  most 
p ro m in e n t  was F.W. T a y lo r .  T h is  group h a s  become known as th e  
" s c i e n t i f i c  m a n a g e rs " .  F a c in g  what was th e n  a "new p ro b le m  o f  a c h i e v ­
in g  e f f i c i e n c y  i n  l a r g e ,  t e c h n i c a l l y  complex f a c t o r i e s " ,  T a y lo r  c o n s i d ­
e r e d  " th e  main o b s t a c l e  t o  e f f i c i e n c y  was a f a i l u r e  by m anagers t o  
f i n d  ways t o  c o - o r d i n a t e  and c o n t r o l  t h e  work o f  i n d u s t r i a l  o p e r a t i o n s  
w h i le  a t  t h e  same t im e  o f f e r i n g  rew ards  f o r  t h e i r  c o - o p e r a t i o n  which 
would s a t i s f y  th em " .  The r e s u l t s  o f  t h i s  g r o u p 's  work -  m ethods such  
a s  t im e and m otion  s t u d i e s ,  have  rem a ined  w i th  us as  r e m in d e rs  o f  
t h e i r  b r i l l i a n t  s u c c e s s .  However, a l th o u g h  " g e t t i n g  th e  r i g h t  
a tm o s p h e re "  was s t r e s s e d  by th e  s c i e n t i f i c  m an ag e rs ,  th e y  were
± 4
primarily concerned with the physical activities in organizations 
and lacked the theoretical basis of psychology and sociology (then 
undeveloped) to allow the systematic development of procedures to 
overcome intergroup conflict within their organizations. They did 
not understand the real nature and origin of such conflict.
The studies by the German academic Max Weber (who was a 
contemporary of the early "scientific managers"), in particular 
those relating to the analysis of formal organizations, stand among 
the best known and influential in the field of sociology. Of primary 
concern to us are his studies of the organizational form which he 
called 'bureaucracy'. The success of this organizational form has 
been such that it has been the most important element in the structure 
and working of large organizations during the twentieth century.
Taylor and the other scientific managers were interested in 
the physical efficiency of operations, directed to this purpose by 
managers, but not in the organizational form as such. Weber took 
the opposite approach, but of course both "schools of thought" 
worked completely independently of each other. Weber's work was 
not to become widely known until many years later.
A development of the approach taken by the scientific managers 
may be seen in the work of the British industrial psychologists. They 
placed much more emphasis on the problems of the individual in carry­
ing out his organizational role, than Weber, but although closer to 
Taylor in this regard they were mainly concerned with improving 
productive performance by improving physical working conditions, and 
"had a much more refined conception of the complexities of the 
individual human organism" (Lupton 1971).
An important advance in social science applied to organi­
zations developed in the United States of America with its home the
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G ra d u a te  S c h o o l  o f  B u s in e s s  a t  H a rv a rd  U n i v e r s i t y .  Lupton h a s  s e e n  
t h i s  as a deve lopm en t in  th e  t r a d i t i o n  o f  t h e  B r i t i s h  i n d u s t r i a l  
p y c h o l o g i s t s . E l to n  Mayo b r o u g h t  t h i s  s c h o o l  to  p rom inence  th ro u g h  
th e  r e s e a r c h  work commenced a t  th e  Haw thorne works o f  t h e  W este rn  
E l e c t r i c  Company n e a r  Chicago i n  1924. These s t u d i e s ,  w hich have  
become famous as " th e  Hawthorne e x p e r i m e n t s " ,  were i n i t i a l l y  con­
c e rn e d  w i th  t h e  f a c t o r s  i n  t h e  p h y s i c a l  and s o c i a l  e n v iro n m e n t  w hich  
a f f e c t  b o th  t h e  w ork ing  p e rfo rm a n c e  o f  an i n d i v i d u a l  i n  an o r g a n i ­
z a t i o n  and h i s  p e r s o n a l  s a t i s f a c t i o n  w i th  h i s  w ork . The r e a l  s i g n i f ­
i c a n c e  o f  t h e s e  s t u d i e s  l i e s  i n  t h e i r  d e t e r m i n a t i o n  t h a t  t h e  e f f e c t  
o f  group  r e l a t i o n s h i p s  i s  a m ajo r  f o r c e  i n t e r f e r i n g  w i th  t h e  e f f e c t  
o f  p h y s i c a l  f a c t o r s  on th e  p e rfo rm a n c e  o f  an i n d i v i d u a l .
A lth o u g h  th e  r e s u l t s  o f  t h e i r  work was p o p u l a r i s e d  t o  such  
an e x t e n t  as  t o  become w id e ly  known, th e  t h e o r e t i c a l  n a t u r e  o f  t h e i r  
work i s  s e e n  by  Lupton (1971) t o  have  had  l e s s  a c c e p ta n c e  amongst 
m anagers  th a n  t h a t  o f  a group o f  w r i t e r s  h e  h a s  d e s c r i b e d  as  t h e  
" t h e o r i s t s  o f  fo rm a l  o r g a n i z a t i o n s " .  Amongst t h e s e  he  p l a c e s  Mooney 
and R e i l e y  i n  t h e  U n i te d  S t a t e s ,  Urwick i n  B r i t a i n ,  F a y o l  i n  F ra n c e  
and more r e c e n t l y ,  Koontz i n  U n i te d  S t a t e s .  Of th e  f i r s t  t h r e e  o f  
t h e s e  h e  s a y s ,  "A lthough  th e y  have  much i n  common w i t h  Weber, t h e s e  
w r i t e r s  seem t o  have  b e e n  e n t i r e l y  unaware o f  h i s  w ork . L ike  T a y lo r  
t h e y  were p r a c t i c a l  men i n t e r e s t e d  i n  t h e  p rob lem s o f  t h e i r  t im e ,  
p ro b lem s  o f  l a r g e  s c a l e  o r g a n i z a t i o n  w i th  c o m p l ic a te d  t e c h n o l o g i e s " .  
I t  I s  u n d o u b te d ly  t h i s  b e n t  to w ard s  th e  s o l v i n g  o f  p r a c t i c a l  p ro b lem s  
i n  o r g a n i z a t i o n s  w hich l e a d  t o  t h e i r  w id e s p re a d  a c c e p t a n c e .  The 
e x p o s i t i o n  o f  a p p a r e n t l y  a b s t r a c t  e x p r e s s i o n s  o f  th e  e le m e n ts  o f  
fo rm a l  o r g a n i z a t i o n  t o g e t h e r  w i th  g u id e s ,  b a s e d  on p r a c t i c a l  e x p e r ­
i e n c e ,  f o r  t h e  d e s ig n  and management o f  o r g a n i z a t i o n s ,  h a s  a re a d y  
a p p e a l  and i s  a s t y l e  a d o p te d  in  many management d i r e c t e d  t e x t s  and 
b u s i n e s s  m agazine  a r t i c l e s .
Of c o n s i d e r a b l e  im p o r ta n c e  i n  u n d e r s t a n d in g  th e  n a t u r e  o f  
t h i s  s c h o o l  o f  th o u g h t  i s  t h e  c o n c e p t  o f  a n a lo g y .  Unwick c la im s  
to  use  an " e n g i n n e r i n g  a n a lo g y "  i n  h i s  a n a l y s i s  o f  o r g a n i z a t i o n s  
b e c a u s e  "men a r e  n o t  s o p h i s t i c a t e d  enough y e t  to  u n d e r s t a n d  and 
work w i th  an o r g a n ic  o n e " ,  (Lupton  1 9 7 1 ) . 1 T h is  i s  a common 
f e a t u r e  i n  a l l  th e  e a r l i e r  w r i t i n g s  on o r g a n i z a t i o n .  "Not u n t i l  
r e c e n t  y e a r s  have  s o c i o l o g i s t s  and s o c i a l  p s y c h o l o g i s t s  shown t h e  
v a lu e  o f  w o rk in g  c o n s c io u s ly  w i th  an o r g a n i c  a n a lo g y "  (L upton  1 9 7 1 ) .
In  sum m ariz ing  h i s  im p r e s s io n  o f  t h e s e  w o rk e rs  Lupton  (1971) 
s a y s  "The fo rm a l  o r g a n i z a t i o n  t h e o r i s t s ,  and Weber, have  a l s o  been  
c r i t i c i z e d  f o r  on ly  h a v in g  r a i s e d  p rob lem s o f  o r g a n i z a t i o n  w i th o u t  
h a v in g  p ro p o se d  s o l u t i o n s  t o  them ". However he s e e s  t h e i r  work o f  
g r e a t  v a lu e  i n  h a v in g  done j u s t  t h i s .
S in c e  th e  tim e  o f  t h e  Hawthorne e x p e r im e n ts  t h e o r e t i c a l  
dev e lo p m en ts  i n  t h e  f i e l d  o f  p sy c h o lo g y  have  made i t  p o s s i b l e  t o  
lo o k  more c l o s e l y  a t  th e  e f f e c t s  o f  o r g a n i z a t i o n a l  p r o c e d u r e s  and 
c o n t r o l s  on human o rg a n is m s ,  th e r e b y  m aking i t  p o s s i b l e  " t o  s u g g e s t  
p a t t e r n s  o f  o r g a n i z a t i o n  and management w hich  w i l l  r e l e a s e  i n d i v i d u a l  
p o t e n t i a l "  (Lupton  197 1 ) .  In  t h i s  r ev ie w  Lupton  h a s  i n d i c a t e d  L i k e r t  
(1967) A r g y r i s  (1957) and McGregor (1960) as b e in g  th e  f o re m o s t  among 
c o n t r i b u t o r s  t o  t h e  deve lopm en t o f  t h e o r i e s  ab o u t  th e  r e l a t i o n  b e tw een  
th e  o r g a n i z a t i o n  and th e  i n d i v i d u a l .  " T h e i r  i d e a s  a r e  b a s e d  on c a r e ­
f u l l y  p la n n e d  and e x e c u te d  r e s e a r c h  i n t o  th e  s t r u c t u r e  and f u n c t i o n i n g  
o f  o r g a n i z a t i o n s  and th e  b e h a v io r  o f  i n d i v i d u a l s  and g roups  w i t h i n  
th em " .
A lthough  th e  i n d u s t r i a l  p s y c h o l o g i s t s  w ere  e a r l y  c o n c e rn e d  
w i th  th e  e f f e c t s  o f  p h y s i c a l  c o n d i t i o n s  o f  work on e f f i c i e n c y  and
1 T h is  p e rh a p s  may be t a k e n  t o  i n f e r  t h a t  he  would  have  p r e f e r r e d  
to  u se  an  ' o r g a n i c '  a n a lo g y ,  a d o p te d  by more modern w r i t e r s .
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human w e l f a r e ,  i t  was n o t  u n t i l  much l a t e r  t h a t  s o c i o l o g i s t s  took
up th e  i d e a  t h a t  v a ry in g  t e c h n o lo g y  c o u ld  l e a d  to  m o d i f i c a t i o n s
b e in g  n e c e s s a r y  o r  d e s i r a b l e  i n  o r g a n i z a t i o n .
The p r i n c i p l e s  o f  o r g a n i z a t i o n  and management p ro p o se d  by 
th e  t h e o r i s t s  o f  fo rm a l  o r g a n i z a t i o n  c la im e d  u n i v e r s a l  
a p p l i c a b i l i t y ,  r e g a r d l e s s  o f  t h e  p a r t i c u l a r  o r g a n i z a t i o n a l  
s e t t i n g  i n  which th e y  were a p p l i e d .  W eber’s i d e a l  ty p e  
b u r e a u c r a c y  was a l s o  a k in d  o f  p r o t o t y p e  f o r  an e f f i c i e n t ,  
m odem  l a r g e - s c a l e  o r g a n i z a t i o n  -  g o v e rn m e n ta l ,  i n d u s t r i a l  
o r  com m erc ia l .
(L upton  1971 ) .
T h is  a s p e c t  o f  s tu d y  has  been  m ost a c t i v e l y  u n d e r ta k e n  i n  B r i t a i n  
by B um s and S t a l k e r  (1 9 6 1 ) ,  Woodward (1965) and S c o t t  e t  a l  (1956) 
and i n  th e  U n i te d  S t a t e s  by W alker and G ues t  (1 9 5 6 ) .
A f u r t h e r  l i n e  o f  s tu d y  which was g iv e n  im p e tu s  by th e  
Hawthorne s t u d i e s  (Lupton 1971) h as  been  th e  e f f e c t  o f  s o c i a l  g roups 
i n  i n d u s t r y .  The t h e o r e t i c a l  g rounds  f o r  t h e  advance  i n  t h i s  l i n e  
o f  work was l a i d  by Lewin (1951) and Homans (1 951 ) .  C o n t r i b u t o r s  
t o  t h i s  f i e l d  have  i n c l u d e d  th e  U n i v e r s i t y  o f  M ich igan  team  i n  th e  
U n i te d  S t a t e s ,  w i th  whom L i k e r t  h a s  been  a s s o c i a t e d ,  and th e  T a v i s to c k  
I n s t i t u t e  o f  Human R e l a t i o n s  i n  B r i t a i n .  Lupton  l i s t s  among s i g n i f i ­
c a n t  i n d i v i d u a l  c o n t r i b u t o r s  Roy ( 1 9 5 4 ) ,  Lupton  (1 9 6 3 ) ,  C unnison  (1 9 6 5 ) ,  
W ilson (1962) and S a y le s  (1 9 5 8 ) ,  w h i le  Z a l e z n i k ,  C h r i s t e n s e n  and 
R o e t h i s b e r g e r  (1958) o f  H arv a rd  U n i v e r s i t y  have  e x te n d e d  know ledge of 
th e  s t r u c t u r e  and f u n c t i o n i n g  o f  w o rk in g  g roups t o  a t t e m p t  p r e d i c t i o n .
The t r e n d  i n  th e  s o c i a l  s c i e n c e  o f  o r g a n i z a t i o n s  can th u s  be 
s e e n  t o  have  changed from th e  " a r m c h a i r  t h e o r i z i n g "  o f  Weber and 
g e n e r a l i z a t i o n s  b a se d  on a t t e m p t s  a t  s o l v i n g  p r a c t i c a l  p rob lem s ( th e  
s c i e n t i f i c  m anagers and fo rm a l  o r g a n i z a t i o n  t h e o r i s t s )  to  " a  c o n c ern  
w i th  th e  s c i e n t i f i c  i n v e s t i g a t i o n  o f  human b e h a v io u r  i n  o r g a n i z a t i o n s " .  
(Lupton  1971 ) .  With a few e x c e p t io n s  t h i s  t r e n d  h a s  c a r r i e d  th e  s tu d y  
from th e  s c e n e  o f  p r a c t i c a l  a p p l i c a t i o n  i n  i n d u s t r y  t o  t h a t  o f  t h e  
r e s e a r c h  e n v iro n m e n t  o f  u n i v e r s i t i e s  and o t h e r  i n s t i t u t i o n s .  The
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r e s u l t  h a s  h a d  i t s  d i s a d v a n ta g e s  from  th e  p o i n t  o f  v iew  o f  i n d u s t r y  
i n  t h a t  th e  i n t e r c h a n g e  o f  r e s u l t s  and t h e  chance  o f  w i th d ra w in g  any 
p r a c t i c a l  r e l e v a n c e  h a s  become r a t h e r  to o  re m o te .  As L upton  (1971) 
h a s  s a i d ,
A l l  t h i s  t h e o r e t i c a l  i n t e r c h a n g e  can be  v e ry  c o n f u s in g  to  
t h e  m anager who e n c o u n te r s  i t  and who i s  a s k in g  w ha t  a p p e a r  
t o  be  s im p le  q u e s t i o n s  a b o u t  how t o  h a n d le  change s m o o th ly ,  
w ha t  k in d  o f  i n c e n t i v e s  a r e  b e s t ,  how to  d e a l  w i t h  th e  
c o n f l i c t s  t h a t  c rop  up i n  t h e  o r g a n i z a t i o n ,  why s t r i k e s  
happen  and how th e y  can be  p r e v e n t e d ,  w h e th e r  t o  o r g a n iz e  
by  p r o d u c t  o r  by p r o c e s s ,  how t o  d e a l  w i t h  th e  s p e c i a l i s t  
i n  t h e  o r g a n i z a t i o n ,  and s o  on.
The t a s k  o f  a b s t r a c t i n g  u s a b le  r e s u l t s  h a s  become more 
d i f f i c u l t  as a  r e s u l t  o f  t h e  i n c r e a s i n g l y  a c c e p te d  u se  by  s o c i a l  
s c i e n t i s t s  o f  an o r g a n ic  a n a lo g u e  i n  a ch a n g in g  e n v i ro n m e n t .
However t h e  u se  o f  such  a model h a s  b e e n  shown t o  be  a u s e f u l  a id  
to  t h e  a n a l y s i s  o f  p r a c t i c a l  p rob lem s o f  d e c i s i o n  m aking .
To q u o te  Lupton once more on t h i s  t o p i c ,  " t h e  f i n d i n g s  w i l l  
o b v io u s ly  have  some p r a c t i c a l  v a l u e ,  b u t  a t  t h e  moment t h e r e  i s  s t i l l  
work o f  p o p u l a r  d i f f u s i o n  to  do, and a t h e o r e t i c a l  jo b  o f  i n t e g r a t i n g  
th e  r e s u l t s  of many r e s e a r c h e r s  i n t o  a c o m p reh en s iv e  th e o r y  of  o r g a n ­
i z a t i o n "  .
SCHOOLS OF THOUGHT
While lo o k in g  a t  th e  h i s t o r i c a l  deve lopm en t o f  t h e  s o c i a l  
s c i e n c e  o f  o r g a n i z a t i o n  i t  i s  w o r th  c o n s i d e r i n g  a commonly used  
a p p ro a c h ,  nam ely  t h a t  o f  c l a s s i f y i n g  c o n t r i b u t o r s  i n t o  s c h o o l s  o f  
t h o u g h t .  In  e f f e c t ,  i t  i s  d o u b t f u l  w h e th e r  such  an a p p ro a c h  h a s  any 
r e a l  v a lu e  o t h e r  th a n  as a  ve ry  b r o a d  g u id e  t o  c o n te x t  i n  t h e  d e v e l ­
opment o f  t h e o r y .  E s p e c i a l l y  i n  r e c e n t  y e a r s ,  t h e  f i e l d  o f  s tu d y  i s  
f a r  to o  p ro n e  to  o v e r l a p p in g  o f  r e l a t e d  i s s u e s  t o  a l lo w  any r e a l  
p o l a r i z a t i o n  of v ie w p o in t s  on o t h e r  th a n  i s s u e s  o f  l i m i t e d  s c o p e .
The most common s c h o o l s  o f  th o u g h t  r e f e r r e d  t o  i n  t h e  
l i t e r a t u r e  a r e  th e  C l a s s i c a l  Schoo l  and t h e  Human R e l a t i o n s  S c h o o l ,
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b u t  t h e r e  a r e  v a r i a t i o n s .  Hodge and Jo h nson  (1970) have  d e v e lo p e d  
th e  i d e a  o f  s c h o o l s  o f  th o u g h t  a lo n g  h i s t o r i c a l  l i n e s .  W hile  r e c o g ­
n i z i n g  t h a t  t h e i r  " s c h o o ls  o f  t h o u g h t"  o v e r l a p  i n  v a r i o u s  ways, 
th e y  have  d i s t i n g u i s h e d  t h r e e  s c h o o l s  up to  th e  p r e s e n t  d a y . 1 2 In  
d o in g  so  t h e y  r e c o g n i s e  t h a t  some w o rk e rs  d u r in g  t h e i r  own p e r i o d  
o f  c o n t r i b u t i o n  have  a c t u a l l y  p r o g r e s s e d  from  one s c h o o l  o f  th o u g h t  
to  a n o t h e r ,  an d  a l s o  t h a t  some w o rk e rs  have  c o n t in u e d  r e f in e m e n t  
an d  e n la r g e m e n t  o f  t h e i r  s c h o o l  o f  t h o u g h t  beyond  th e  d a te  chosen  
(by Hodge and  Joh n so n )  as  th e  t e r m i n a t i n g  boundary  o r  h o r i z o n  in  
t i m e .
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C o n t r i b u t i o n s  p r i o r  to  1930, l a r g e l y  undocum ented , a r e  
c l a s s e d  a s  th e  Schoo l o f  C l a s s i c a l  D o c t r i n e .  T h is  s c h o o l  i s  c h a r a c t e r ­
i z e d  by  i t s  h a v in g  d e a l t  " a lm o s t  e x c l u s i v e l y  w i th  th e  anatomy o f  th e  
fo rm a l  o r g a n i z a t i o n . "  (Hodge and Johnson  1 9 70 ) .  These a u th o r s  c o n s id e r  
t h a t  a  p o p u l a r  im p r e s s io n  o f  t h i s  s c h o o l  o f  th o u g h t ,  t h a t  i t  i g n o re d  
th e  human e le m e n t  i n  an  o r g a n i z a t i o n ,  i s  i n c o r r e c t l y  fo u n d ed .  They 
say  how ever t h a t  " th e  c l a s s i c i s t s  o v e r - e s t i m a t e d  man’ s a b i l i t y  to  
a c h i e v e  p e r f e c t i o n  i n  th e  a r t  and s c i e n c e  o f  o r g a n i z i n g " .
The p e r i o d  from 1930 to  1950 i s  c l a s s e d  by Hodge and Johnson  
a s  t h a t  o f  t h e  N e o c l a s s i c a l  S c h o o l .  They c o n s i d e r  th e  c l a s s i c i s t s  to  
have  d e v e lo p e d  t h e  s tu d y  o f  o r g a n i z a t i o n s  and management and made 
known th e  body o f  know ledge t h a t  h a d  d e v e lo p e d  i n  s o c i e t y  th ro u g h  
t r i a l  and  e r r o r  o r  " in f o r m a l "  m eans. The N e o c l a s s i c i s t s  a re
1 I t  i s  i n t e r e s t i n g  to  n o te  i n  t h i s  t e x t  t h a t  th e  a u t h o r s  t r e a t  th e  
d e v e lo p m en t  o f  s o c i o l o g i c a l  t h e o r y  r e l a t i n g  to  o r g a n i z a t i o n s  in  a 
manner w hich v i r t u a l l y  i g n o r e s  c o n t r i b u t i o n s  from  n a t i o n s  o t h e r  
th a n  U n i te d  S t a t e s  o f  A m erica . Adam Smith i s  a n o te w o r th y  e x c e p t io n  
to  t h i s .
2 Mooney and  R e i l e y  (1931) a re  r e g a r d e d  by  Hodge and Johnson  as h a v in g  
p r e s e n t e d  a work o f  h i s t o r i c a l  s i g n i f i c a n c e  i n  t h e i r  book "Onward 
I n d u s t r y " ,  " b r i n g i n g  t o g e t h e r  i n  a c h r o n o l o g i c a l  f a s h i o n  th e  s i g n i f ­
i c a n t  c o n c e p t s  o f  p i o n e e r  t h i n k e r s  i n  o r g a n i z a t i o n  t h e o r y " .
distinguished from the Classical School by their recognition of "the 
need for modification of classical doctrine to accommodate the 
complexities of human interactions and the social and psychological 
needs of human individuals in organizations". According to Hodge 
and Johnson, the major contribution of the neo-classical writers, is 
that "organization theory is made up of a highly complicated set of 
independent relationships". They regard the Neo-classical School as 
having its beginnings with the Hawthorne studies of the human element 
in organizational effectiveness. This school of thought is considered 
to be still the subject of refinements and expansion.
From 1950 to 1970 (the present) is described as the era 
of the Modem Doctrine School. Here the underlying characteristic 
is considered to be that sociological work on organization theory 
rests upon "a conceptual analytical base". Hodge and Johnson see a 
transition period from that of the Neoclassical School marked by 
"the application of mathematical and behavioral concepts to the 
development of a general theory of management". The idea of a 
Modem Doctrine School must loose some impact when one notes that it 
is regarded as being broadly composed of those writers "who do not 
fit into the classical or neo-classical categories". The modem 
school is seen to be examining aspects of the organization which 
were previously neglected by the classical and neoclassical schools. 
These include: strategic parts of the system - the nature of their
mutual dependency; processes in the system linking parts and 
facilitating their adjustment to each other; system goals; and 
research tools applicable to study of the system.
It is apparent that Hodge and Johnson favour the tenets of 
their classical and neo-classical schools, despite criticism by 
modem contributors to social science which imply that the conclusions
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o f  t h e  e a r l i e r  w o rk e rs  la c k e d  s u p p o r t i n g  d a ta  from p r o p e r l y  p la n n e d  
e x p e r i m e n t s .  They s u g g e s t  t h a t  th e  b a s e s  f o r  th e  t e n e t s  o f  t h e  o l d e r  
s c h o o l s  o f  th e o r y  -  w h e th e r  th e y  h av e  " s t o o d  th e  p r a g m a t i c  t e s t  o f  
t im e "  o r  have  been  " s u p p l i e d  by  e x p e r t  t e s t im o n y "  w ere  as a c c e p t a b l e  
f o r  t h e  v a l i d i f i c a t i o n  o f  h y p o th e s e s  as  may be  t h e  e v id e n c e  from 
modern e x p e r i m e n t a l  m ethods.
TRADITIONAL CONCEPTS OF ORGANIZATION
We have now lo o k ed  a t  th e  h i s t o r i c a l  deve lopm en t o f  s o c i o ­
l o g i c a l  th o u g h t  r e l a t i n g  t o  o r g a n i z a t i o n s  from  two a p p r o a c h e s .  The 
f i r s t  was t h e  e v o l u t i o n  o f  o r g a n i z a t i o n a l  t h e o r y  a s  c o n t r i b u t i o n  
b u i l t  upon c o n t r i b u t i o n  from a number o f  d i s c i p l i n e s  w i t h i n  t h e  f i e l d  
o f  s o c i a l  s c i e n c e  ( L u p to n ) . The end p o i n t  o f  t h i s  e v o l u t i o n  would 
a p p e a r  to  l i e  i n  th e  deve lopm en t o f  a t h e o r y  o f  o r g a n i z a t i o n s  which 
c o u ld  a c c o u n t  f o r  a l l  v a r i a b l e s  and e v e ry  s i t u a t i o n .  The se co n d  
(Hodge and  Johnson )  to o k  th e  l i n e  t h a t  s c h o o ls  o f  th o u g h t ,  d e v e lo p e d  
i n  d i f f e r e n t  p e r i o d s  o f  t im e ,  have  p r o v id e d  th e  b a s i s  o f  o r g a n i z a t i o n a l  
t h e o r y  r e q u i r e d  f o r  management p r a c t i c e  d u r in g  d i f f e r e n t  p e r i o d s .  This  
a p p ro a c h  h a s  r e c o g n i s e d  t h a t  th e  d i f f e r e n t  s c h o o l s  o f  th o u g h t  have  i n  
f a c t  e x i s t e d  c o n c u r r e n t l y  a l th o u g h  each  h as  had  i t s  p e r i o d  o f  more 
g e n e r a l  a c c e p t a n c e .
I t  i s  a f a c t  r e c o g n i s e d  by o t h e r s  (Lawrence and L o rs c h ,  1967) 
t h a t  a t  t h e  p r e s e n t  t im e  we have  a c o n s i d e r a b l e  number o f  ' t h e o r i e s  o f  
o r g a n i z a t i o n '  r e c o g n i s e d  and p r a c t i c e d  by  d i f f e r e n t  p a r t s  o f  s o c i e t y .  
They c i t e  as a  s i g n i f i c a n t  f a c t  th e  c o - e x i s t a n c e  o v e r  th e  p a s t  t h i r t y  
y e a r s  o f  two dom inant forms o f  o r g a n i z a t i o n a l  t h e o r y ,  t h a t  o f  t h e  
c l a s s i c a l  s c h o o l  and t h a t  o f  th e  s c h o o l  o f  human r e l a t i o n s .  The f a c t  
t h a t  two c o n f l i c t i n g  t h e o r i e s  have  e x i s t e d  s i d e  by s i d e  o v e r  such  a 
l e n g th y  p e r i o d  o f  t im e ,  and w i th  p r a c t i c a l  s u c c e s s  i n  d i f f e r e n t
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c i r c u m s t a n c e s ,  can be s e e n  as i n d i c a t i v e  o f  t h e  n eed  f o r  a  th e o r y  
o f  o r g a n i z a t i o n s  which can c o v e r  a l l  c i r c u m s t a n c e s .  Lawrence and 
L o rsch  p ro p o se  t h a t  t h i s  i s  n o t  o n ly  p o s s i b l e  b u t  t h a t  such  a th e o r y  
" i s  g r a d u a l l y  t a k i n g  form i n  th e  r e c e n t  l i t e r a t u r e " .  They s u g g e s t  
t h a t  t h e  c l a s s i c a l  and human r e l a t i o n s  s c h o o l s  may i n  f a c t  be  c o n s id ­
e r e d  a s  o p e r a t i n g  s u c c e s s f u l l y  a t  e x t r e m e s  o f  th e  wide ran g e  o f  
c o n d i t i o n s  met w i t h in  o r g a n i z a t i o n s .
B e fo re  d e a l i n g  w i th  m odem a t t e m p t s  t o  p r o v id e  a th e o r y  
o f  o r g a n i z a t i o n s  w hich a d e q u a te ly  e x p l a i n s  th e  f a c t s  o b s e rv e d  i n  r e a l  
l i f e  and i s  a l s o  amenable t o  use  f o r  p r e d i c t i n g  th e  o r g a n i z a t i o n  forms 
to  b e s t  s u i t  p a r t i c u l a r  c o n d i t i o n s  o r  t a s k s ,  we s h o u ld  be aware o f  th e  
m a jo r  t e n e t s  o f  t h e  two m a jo r  t h e o r i e s  on w hich m odem  i d e a s  have  been  
b u i l t .
The C l a s s i c a l  Theory
W r i t e r s  a s s o c i a t e d  w i th  t h i s  t h e o r y ,  some o f  whom we have  
a l r e a d y  m en t io n ed  i n  t h i s  c h a p t e r ,  h av e  come to  be known as th e  
" c l a s s i c a l "  o r  " a d m i n i s t r a t i v e  p r o c e s s "  s c h o o l .  T h e i r  i d e a s  have  
p e r s i s t e d  i n  b u s i n e s s  management, a s  i n d i c a t e d  to  some e x t e n t  by th e  
commonplace use o f  t h e i r  te rm s  -  " a u t h o r i t y " ,  " r e s p o n s i b i l i t y " ,  " l i n e  
and s t a f f " ,  " f u n c t i o n a l  v s .  p r o d u c t  o r g a n i z a t i o n " ,  " c h a in  o f  command", 
e t c .  I n  th e  c l a s s i c a l  t h e o r y ,  an o r g a n i z a t i o n  i s  c o n c e iv e d  o f  as 
b e in g  formed by d i v i s i o n  o f  l a b o u r  and a l i n e  o f  command t h a t  s e r v e s  
t o  i n t e g r a t e  th e  d i f f e r e n t i a t e d  p a r t s  which a r e  th e  r e s u l t  o f  such  
d i v i s i o n .  The r e s u l t i n g  o r g a n i z a t i o n  i s  c h a r a c t e r i z e d  by th e  
s t r u c t u r a l  a t t r i b u t e s  o f  -
1. L im i te d  and p r e s c r i b e d  c h a n n e ls  o f  com m unication  which 
a r e  f a c i l i t a t e d  by d e t a i l e d  r o l e  d e s c r i p t i o n s  and 
a u t h o r i t a t i v e  l e a d e r s h i p  s t y l e s ;
2 . a t y p i c a l l y  na rrow  span  o f  c o n t r o l .
T h is  h a s  b een  sum m arily  d e s c r i b e d  as a h i g h l y  f o r m a l i z e d  
s t r u c t u r e  w i th  a d i r e c t i v e  o r  a u t h o r i t a r i a n  l e a d e r s h i p  
s t y l e .
(Lawrence and L o rsc h ,  1967 ) .
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The a d v o c a t e s  o f  th e  c l a s s i c a l  s c h o o l  s e e  t h i s  ty p e  o f  o r g a n i z a t i o n  
as  one w hich l e a d s  to  h ig h  p e r fo rm a n c e .  The e a r l y  c l a s s i c i s t s  saw 
i t  a s  u n i v e r s a l l y  a p p l i c a b l e .
Lawrence and Lorsch  have  lo o k ed  a t  th e  deve lopm en t o f  t h i s  
form  o f  o r g a n i z a t i o n a l  t h e o r y  i n  t h e  c o n te x t  o f  b o th  t h e  s o c io - e c o n o m ic  
e n v iro n m e n t  o f  th e  tim e and th e  b a c k g ro u n d  and i n t e r e s t s  o f  i t s  
p r o p o n e n t s .  They have  shown t h i s  c l a s s  o f  o r g a n i z a t i o n  t o  be  a d a p te d  
to  th e  g e n e r a l l y  s t a b l e  e n v iro n m e n t  as w e l l  as t h e  t r a d i t i o n a l l y  
a c c e p te d  m a s t e r - s e r v a n t  r e l a t i o n s h i p s .  They s u g g e s t  t h a t  th e  s u c c e s s  
o f  t h i s  o r g a n i z a t i o n a l  form i s  d i r e c t l y  r e l a t e d  to  t h e  o r g a n i z a t i o n a l  
e n v iro n m e n t  -  w hich must be  a s t a b l e  one .
Of c e n t r a l  im p o r ta n c e  i n  t h e  a p p l i c a t i o n  o f  th e  c l a s s i c a l  
t h e o r y  a r e  th e  id e a s  o f  r e s p o n s i b i l i t y  and a u t h o r i t y .  These c o n c e p ts  
a r e  i n  e f f e c t  d ep en d en t  upon the  i d e a  o f  d e l e g a t i o n .  A u t h o r i t y  may 
be d e l e g a t e d  and t h i s  r e s u l t s  i n  a r e s p o n s i b i l i t y  b e in g  i n c u r r e d  by 
b o t h  th e  g i v e r  and r e c e i v e r  o f  t h a t  a u t h o r i t y .  Authority i s  trea ted  
as though i t  were a f i n i t e  su b sta n ce . T here  c o u ld  o n ly  be a c e r t a i n  
amount o f  a u t h o r i t y  w i t h i n  an o r g a n i z a t i o n ,  and t h i s  was i n  f a c t  
v e s t e d  i n  th e  l e a d e r  -  th e  suprem e a u t h o r i t y  -  from whom i t  was 
d e l e g a t e d  i n  e v e r  d e c r e a s in g  amounts down th e  l i n e  o r  " c h a in  o f  
command". There  i s  an i n e v i t a b l e  a s s o c i a t i o n  o f  t h e  i d e a  o f  " a u t h o r i t y "  
w i th  t h a t  o f  "know ledge" .  The power t h a t  an o f f i c e r  o f  an o r g a n i z a t i o n  
p o s s e s s e s  th ro u g h  d e l e g a t e d  a u t h o r i t y  can b e  d e s c r i b e d  as " p o s i t i o n -  
b a s e d  i n f l u e n c e " .  In  th e  c l a s s i c a l  t h e o r y  t h e n ,  " p o s i t i o n - b a s e d  
i n f l u e n c e "  i s  e q u i v a l e n t  t o  o r  c o in c i d e s  w i t h  " k n o w le d g e -b a se d  
i n f l u e n c e " .  In  modern th e o r y  (Lawrence and L o rsch )  t h e r e  i s  a
d i s t i n c t  d i f f e r e n c e .
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The i m p o r t a n t  n o t io n  o f  m o t i v a t i o n  was l a r g e l y  n e g l e c t e d  
i n  th e  c l a s s i c a l  t h e o r y .  I t  r e l i e d  upon th e  rew ards  and p u n ish m e n ts  
which c o u ld  be d i s p e n s e d  th ro u g h  th e  c h a in  o f  command to  in d u c e  th e  
n e c e s s a r y  s e n s e  o f  r e s p o n s i b i l i t y  o r  m o t i v a t i o n .  The e f f e c t  upon 
m o t i v a t i o n  w hich  p e r s o n a l  i n t e r a c t i o n  w i th  p e e r  g roups w i t h i n  an 
o r g a n i z a t i o n  h a s ,  was c o m p le te ly  n e g l e c t e d .
Lawrence and Lorsch  s u g g e s t  t h a t  i t  was Mth e  c l a s s i c i s t s '  
i n a d e q u a te  t r e a t m e n t  o f  th e  e n t i r e  i s s u e  o f  m o t i v a t i o n "  which 
h i s t o r i c a l l y  " s t i m u l a t e d  th e  r i s e  o f  t h e  new er t h e o r y " ,  t h a t  o f  th e  
Human R e l a t i o n s  S c h o o l .
Human R e l a t i o n s  Theory
A l th o u g h  t h e r e  have  b een  c o n s i d e r a b l e  r e f in e m e n ts  o f  
t h o u g h t ,  and a s s o c i a t e d  advances  i n  s o c i o l o g i c a l  t h e o r y ,  a f f e c t i n g  
th e  Human R e l a t i o n s  S c h o o l ,  a l l  t h e  m a jo r  l i n e s  o f  s u b s e q u e n t  e n q u i r y  
were f o r e t o l d  i n  t h e  ran g e  o f  t o p i c s  c o n s id e r e d  i n  t h e  famous Hawthorne 
s t u d i e s .  W id e sp rea d  i n t e r e s t  i n  t h e s e  s t u d i e s ,  as we h a v e  a l r e a d y  
n o t e d ,  n o t  o n ly  l e d  t o  an i n c r e a s e  i n  t h e  p a c e  o f  human r e l a t i o n s  
r e s e a r c h ,  b u t  i t  s t a r t e d  a movement t o  change management p r a c t i c e s .
P ro m in e n t  am ongst th e  f i n d i n g s  o f  t h o s e  s t u d i e s  was the  
d e m o n s t r a t io n  t h a t  i n f o r m a l  work g roups  can p r o v id e  e i t h e r  m u tua l  
s u p p o r t  f o r  o r  e f f e c t i v e  r e s i s t a n c e  t o  management schem es f o r  
i n c r e a s i n g  o u t p u t .  The gap be tw een  management and th e  w o rk e rs  w hich  
t h i s  r e v e l a t i o n  h i g h l i g h t e d  l e d  t o  a t t e n t i o n  b e in g  d i r e c t e d  a t  t h e  
p rob lem s o f  com m unica t ion  up and down th e  h i e r a r c h y  and be tw een  g ro u p s .  
These s t u d i e s  p ro m p te d  a t t e n t i o n  t o  th e  u p g r a d in g  o f  t h e  " i n t e r p e r s o n a l  
com petence"  o f  m a n a g e rs .
Lawrence and  L orsch  (1967) h a v e  sum m arized  th e  e f f e c t s  o f  
Human R e l a t i o n s  T heory  on Management as h a v in g  c r e a t e d  a g e n e r a l
movement to w a rd s :
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1. S e c u r in g  th e  p a r t i c i p a t i o n  o f  low er  e c h e lo n s  i n  
s o l v i n g  th e  o r g a n i z a t i o n ’s p ro b le m s ,  and
2. f o s t e r i n g  more openness  and t r u s t  among i n d i v i d u a l s  
and g roups  i n  o r g a n i z a t i o n s .
These a u th o r s  n o t e  t h a t  t h e  Human R e l a t i o n s  Theory h a s  a p p e a re d  
a lo n g s i d e  C l a s s i c a l  Theory a s  a n o th e r  u n i v e r s a l  p r e s c r i p t i o n  f o r  
a l l  m anagers  and a l l  o r g a n i z a t i o n s ,  d e s p i t e  th e  " n o n - u n i v e r s a l i s t  
s t a n c e "  o f  i t s  p r i n c i p a l  f o u n d e r s .
Two e le m e n ts  have  been  s e e n  t o  have  l e d  f i r s t l y  t o  th e  
p r o l i f e r a t i o n  and th e n  to  r ea d y  a c c e p ta n c e  o f  t h e  i d e a s  o f  t h e  human 
r e l a t i o n s  s c h o o l .  The f i r s t  i s  r e l a t e d  to  th e  b a c k g ro u n d  o f  th e  
r e s e a r c h e r s  th e m s e lv e s ,  whose e x p e r i e n c e  was l a r g e l y  w i th  t h e  r e l a t i v e l y  
u n s t r u c t u r e d  o r g a n i z a t i o n s  o f  u n i v e r s i t i e s .  The se co n d  was th e  d e v e lo p ­
ment o f  an e n v iro n m e n t  o f  u n c e r t a i n t y  and c h a n g e ,  r e s u l t i n g  l a r g e l y  from 
th e  growth o f  s c i e n c e  b a s e d  t e c h n o l o g i e s .
In  t h e  Hawthorne s t u d i e s  i t  was n o t e d  t h a t  th e  e x i s t i n g  
c l a s s i c a l  management p r a c t i c e  and a r e l a t i v e l y  h i g h  l e v e l  o f  t e c h ­
n i c a l  change l e d  t o  a c o n t i n u a l  d i s r u p t i o n  o f  r e l a t i o n s h i p s  be tw een  
u p p e r  and low er  e c h e lo n s  o f  o r g a n i z a t i o n .  T h is  was overcome by th e  
i n t r o d u c t i o n  o f  p a r t i c i p a t i v e  management p r a c t i c e  -  i n  o t h e r  words 
an  a c c e p ta n c e  o f  n o n - c o in c id e n c e  be tw een  p o s i t i o n - b a s e d  and k n o w le d g e -  
b a s e d  i n f l u e n c e .  I t  m eant a change i n  t h e  t r a d i t i o n a l  d i r e c t i o n  of 
com m unication  b e tw een  m anagers and w o r k e r s .  The o r g a n i z a t i o n a l  
s t r u c t u r e  a p p r o p r i a t e  t o  a s i t u a t i o n  o f  s t a b i l i t y  was n o t  a p p r o p r i a t e  
u n d e r  c o n d i t i o n s  o f  i n s t a b i l i t y .
The Human R e l a t i o n s  T heory  can be  s a i d  t o  a d v o c a te  th e  
g e n e r a l  use  o f  a l o w - s t r u c t u r e  o r g a n i z a t i o n ,  a lo n g  w i th  w id e ly  s h a r e d  
i n f l u e n c e  (k n o w led g e -b a se d  r a t h e r  th a n  p o s i t i o n - b a s e d  a u t h o r i t y )  
and  open, c o n f r o n t in g  modes o f  c o n f l i c t  r e s o l u t i o n .  Lawrence and Lorsch  
c o n s id e r  i t  h a s  p l a c e d  a lm o s t  a l l  i t s  em phasis  on r e a l i z i n g  a h ig h  s t a t e
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o f  i n t e g r a t i o n  and has  d e f i n i t e l y  p la y e d  down th e  u t i l i t y  and 
im p o r ta n c e  o f  c o n c u r r e n t l y  a c h i e v in g  a p p r o p r i a t e  d i f f e r e n t i a t i o n .
A STATE OF CONFUSION
The a c c e p ta n c e  of b o th  forms o f  o r g a n i z a t i o n a l  t h e o r y  today  
has  c a u se d  d i f f i c u l t i e s  f o r  m an a g e rs .  Lawrence and L o rsch  have  shown 
t h a t  i t  i s  p o s s i b l e  f o r  o r g a n i z a t i o n s  b a s e d  on e i t h e r  o f  t h e s e  t h e o r i e s  
to  c o - e x i s t ,  b u t  f o r  s u c c e s s  th ey  m ust be  i n  d i f f e r e n t  b u t  a p p r o p r i a t e  
e n v i r o n m e n ts .  T ro u b le s  can a r i s e  when a m anager who has  found  s u c c e s s  
w i th  t h e  t e c h n iq u e s  o f  one t h e o r y ,  a p p l i e d  i n  an a p p r o p r i a t e  e n v i r o n ­
m en t ,  t r i e s  t o  a p p ly  th e  same i d e a s  i n  a d i f f e r e n t  ( e n v i r o n m e n ta l ly )  
s i t u a t i o n .  I t  I s  s im p ly  b e c a u se  d i s t i n c t l y  d i f f e r e n t  e n v iro n m en ts  
p e r s i s t  t h a t  th e  a p p l i c a t i o n  o f  b o th  t h e o r i e s  may h a p p i l y  c o - e x i s t  
i n  any one t im e  and p l a c e .  The d i f f i c u l t i e s  r e l a t e  t o  a  l a c k  o f  
u n d e r s t a n d in g  o f  th e  e f f e c t s  o f  d i f f e r e n t  e n v iro n m e n ts  upon th e  
e f f i c i e n c y  of o r g a n i z a t i o n s .
As i n d i c a t e d  above , b o th  t h e o r i e s  can b e  s e e n  as r e p r e s e n t ­
in g  th e  e x tre m e s  o f  a  con tinuum  o f  o r g a n i z a t i o n a l  t y p e s .  They 
r e p r e s e n t  a s i t u a t i o n  w hich o t h e r  w o rk e rs  h av e  d e s c r i b e d  as 
m e c h a n i s t i c  v s .  o r g a n i c  o r  o r g a n i s m ic  sy s te m s  o f  management 
(B um s and S t a l k e r ,  196 1 ) ,  and Theory X v s .  Theory Y (McGregor, 1960 ) .  
To a l a r g e  e x t e n t  h o w e v e r ,  th e y  a r e  m ere ly  e x t e n s i o n s  o r  r e f in e m e n ts  
o f  th o u g h t  a lo n g  th e  same l i n e s ,  d i s t i n g u i s h i n g  th e  e f f e c t s  o f  
d i f f e r e n t  e n v i r o n m e n ta l  c o n d i t i o n s  upon th e  form o f  o r g a n i z a t i o n  b e s t  
s u i t e d  to  a g iv en  s i t u a t i o n .
The b a s i c  p ro b le m  i n  t h i s  s u b j e c t  i s ,  as e x p r e s s e d  by Pugh 
(1 9 7 1 ) ,  "How much o r g a n i z a t i o n  and c o n t r o l  o f  b e h a v io u r  i s  n e c e s s a r y  
f o r  e f f i c i e n t  f u n c t i o n i n g ? "  The two s i d e s  o f  a c o n t i n u in g  d e b a te ,  
as i n d i c a t e d  by th e  i d e a s  of o p p o s in g  t h e o r i e s ,  may be  t a k e n  as 
im p l ie d  answ ers  to  t h i s  q u e s t i o n .
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On the one hand there are those who may be called the 
"organizers" who maintain that more and better control is 
necessary for efficiency. They point to the advantage of 
specialization and clear job definitions, standard 
routines and clear lines of authority. On the other hand 
there are those who, in this context, may be called the 
"behaviourists" who maintain that the continuing attempt 
to increase control over behaviour is self-defeating; 
that the inevitable rigidity in functioning, apathy in 
performance, and counter-control through informal 
relationships, means that increased efficiency does not 
necessarily occur with increased control. Even when it 
does it is only in the short term and at the cost of 
internal conflict and greatly reducing the organization/s 
ability to cope with the inevitable environmental changes 
which take place in the long term.
(Pugh 1971).
There is thus a dilemma in the study of organization 
theory. Both sides may be right, and recent researchers have sought 
a way of presenting organizational theory which will account for 
both sides of this long standing argument. Some novel and influential 
attempts have been made to do this. Some of them are dealt with in
Chapter 3.
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CHAPTER THREE
SOME NEW APPROACHES TO ORGANIZATION THEORY
The i n c r e a s i n g  know ledge a b o u t  th e  f u n c t i o n i n g  o f  
o r g a n i z a t i o n s  can  p r o v id e  u s e f u l  t o o l s  f o r  making 
so u n d e r  o r g a n i z a t i o n a l  d e c i s i o n s  i f  some o r d e r  can 
be b r o u g h t  to  t h e  p r e s e n t  c o n fu s e d  s t a t e  o f  o r g a n i z a t i o n a l  
t h e o r y .
Lawrence and L orsch  (1967)
Over th e  p a s t  decade  t h e r e  have  been  some s i g n i f i c a n t  
d e p a r t u r e s  from  w hat had  become th e  t r a d i t i o n a l  ways o f  t h i n k i n g  
a b o u t  o r g a n i z a t i o n s .  W hile t h i s  h a s  l a r g e l y  been  c o n f in e d  to  a 
t h e o r e t i c a l  b a s i s ,  t h e  w o rk e rs  c o n c e rn e d  have  shown an i n c r e a s i n g  
i n t e r e s t  i n  th e  p r a c t i c a l  a p p l i c a t i o n  o f  t h e i r  i d e a s .  As i n d i c a t e d  
i n  t h e  p r e c e d in g  c h a p t e r  th e  t r e n d  h a s  b een  tow ards  t h e  c o l l e c t i o n  
o f  d a ta  on a p la n n e d  e x p e r i m e n t a l ,  o r  sa m p lin g  b a s i s ,  w i th  e f f o r t s  
made to w a rd s  th e  q u a n t i f y i n g  o f  t h i s  d a ta  i n  a  way am enable  to  
s t a t i s t i c a l  a n a l y s i s .  At t h e  same tim e t h e r e  h a s  been  an i n c r e a s i n g  
em phasis  on r e a p p r a i s a l  o f  th e  c o n c e p ts  o f  o r g a n i z a t i o n .
I t  may be s a i d  t h a t  th e  p a s t  decade  has  become v i r t u a l l y  
a  " r e n a i s s a n c e "  o f  o r g a n i z a t i o n  r e l a t e d  s o c i o l o g y .  We may a t t r i b u t e  
t h i s  t o  th e  i n c r e a s i n g  and w id e - s p r e a d  co n c e rn  f o r  b o th  o r g a n i z a t i o n a l  
e f f i c i e n c y  and human s a t i s f a c t i o n .  As d i s c u s s e d  in  C h a p te r  1, t h i s  
h a s  been  comm ensurate w i th  changes i n  a t t i t u d e s  and o f  v a lu e s  i n  
s o c i e t y  -  a b y - p r o d u c t  o f  t h e  i n c r e a s e  i n  s t a n d a r d  o f  l i v i n g .  In  
t h i s  c h a p t e r  we w i l l  d e a l  w i th  two o f  th e  more r e c e n t l y  d e v e lo p e d  
c o n c e p t s .  While i t  i s  hoped  t h a t  t h e  c o n t r i b u t i o n s  d i s c u s s e d  a r e  
r e a s o n a b ly  r e p r e s e n t a t i v e  o f  modem s o c i o l o g i c a l  works on o r g a n i z a t i o n  
t h e o r y  and p r a c t i c e  i t  would be u n f a i r  t o  s u g g e s t  t h a t  th e y  a r e  t h e
m ost s i g n i f i c a n t .
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I  THE CONTINGENCY THEORY APPROACH
A c co rd in g  t o  T o s i ,  A ldage and S to r e y  (1973) t h e  c o n t in g e n c y  
a p p ro a c h  i s  c u r r e n t l y  i n  vogue i n  o r g a n i z a t i o n  t h e o r y .  T h is  assumes 
t h a t  i f  c e r t a i n  e n v i r o n m e n ta l  p a ra m e te r s  can be s p e c i f i e d ,  t h e  b e s t  
form  o f  o r g a n i z a t i o n  can be d e te r m in e d .  These  w r i t e r s  f i n d  t h i s  
a p p ro a c h  r e m i n i s c e n t  o f  some o f  t h e  c r i t i c i s m  l e v e l l e d  a t  T a y lo r  and 
F a y o l ,  who had  ta k e n  t h e  app ro ach  t h a t  t h e r e  m ust s u r e l y  be  one b e s t  
way t o  o r g a n i z e .  Among th e  m odem  t h e o r i s t s  who may be a s s o c i a t e d  
w i th  t h e  c o n t in g e n c y  s c h o o l  a r e  Thompson ( 1 9 6 7 ) ,  B um s and S t a l k e r  
(1 9 6 1 ) ,  Woodward (1 9 6 5 ) ,  and Lawrence and L o rs c h  (1 9 6 7 ) .  T h e i r
a rg u m e n ts ,  a c c o r d in g  t o  T o s i ,  e t  a l s (1 9 7 3 ) ,  c e n t r e  on th e  e x i s t e n c e
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o f  an  o p t im a l  f i t  b e tw een  o r g a n i z a t i o n  s t r u c t u r e  and some c o n t in g e n c y  
f a c t o r  such a s  t e c h n o lo g y ,  s i t u a t i o n a l  f a v o u r a b i l i t y ,  e n v i r o n m e n ta l  
u n c e r t a i n t y ,  e t c .
The monograph o f  Lawrence and  L o rsch  (1967) e n t i t l e d  
O rganization and Environment. Managing D if fe r e n tia tio n  and In te g ra tio n 3 
c o n s i s t s  o f  " a  s tu d y  o f  t h e  r e l a t i o n s h i p s  b e tw e en  th e  s t r u c t u r a l  
c h a r a c t e r i s t i c s  o f  com plex o r g a n i z a t i o n s  and th e  e n v i r o n m e n ta l  c o n d i t i o n s  
t h e s e  o r g a n i z a t i o n s  f a c e " .  T h is  i s  a m u l t i - d i m e n s i o n a l  s t u d y ,  i . e .  
v ie w in g  th e  o r g a n i z a t i o n  as  a s o c i a l  s y s te m ,  w i th  complex r e l a t i o n ­
s h ip s  be tw een  i t s  s t r u c t u r e ,  th e  econom ic and t e c h n o l o g i c a l  e n v i r o n ­
m ent, t h e  d e c i s io n -m a k in g  b e h a v io u r  o f  m anagers  and i t s  p e r fo rm a n c e ,  
m easu red  on some e x t e r n a l  b a s i s .  I t  i s  aim ed a t  g a in in g  an u n d e r ­
s t a n d i n g  o f  th o s e  c h a r a c t e r i s t i c s  w hich  e n a b le  an  o r g a n i z a t i o n  t o  
d e a l  e f f e c t i v e l y  w i th  d i f f e r e n t  k in d s  and r a t e s  o f  e n v i r o n m e n ta l  
c h a n g e .  The s tu d y  d e a l s  w i th  i n d u s t r i a l  f i r m s  ( t e n )  -  " i n  t h r e e  
i n d u s t r i a l  e n v iro n m e n ts  c h a r a c t e r i z e d  by d i f f e r e n c e s  i n  e n v i r o n m e n ta l  
c e r t a i n t y  and by v a r i a t i o n s  i n  c o r p o r a t e  p e r f o r m a n c e . "
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C o n t r a r y  t o  th e  o p in io n  o f  Tosx e t  a l  (1 9 7 3 ) ,  Lawrence 
and L o rsch  h av e  s e e n  th e m s e lv e s  as s e e k in g  r e l a t i o n s h i p s  be tw een  
o r g a n i z a t i o n a l  s t a t e s  and p r o c e s s e s  and e x t e r n a l  e n v i r o n m e n ta l  
demands, so  t h a t ,  r a t h e r  th a n  fo cu s  on " th e  one b e s t  way to  o r g a n iz e  
i n  a l l  s i t u a t i o n s "  th e y  may answ er t h e  q u e s t i o n ,  "what k in d  o f  
o r g a n i z a t i o n  does i t  t a k e  t o  d e a l  w i th  d i f f e r e n t  e n v i r o n m e n ta l  
c o n d i t i o n s  ?"
T h e i r  c o n c e p t  o f  an o r g a n i z a t i o n  i s  as  an open sy s te m  i n  
w hich th e  b e h a v io u r s  o f  i t s  members a r e  th e m s e lv e s  i n t e r - r e l a t e d .
As a s y s te m  i n c r e a s e s  i n  s i z e  i t  i s  d i f f e r e n t i a t e d  i n t o  p a r t s ,  whose 
i n d i v i d u a l  f u n c t i o n i n g  needs  to  be i n t e g r a t e d  i f  t h e  w hole  s y s te m  i s  
t o  be  v i a b l e .  I t  i s  im p o r ta n t  t h a t  an o r g a n i z a t i o n  be  a b le  t o  a d a p t  
t o  changes  i n  th e  e x t e r n a l  w o r ld .
The c o m p le x i ty  o f  th e  e x t e r n a l  e n v iro n m e n t  and th e  f a c t  
t h a t  any one group o f  m anagers  h a s  a l i m i t e d  sp a n  o f  s u r v e i l l a n c e ,  
a r e  s e e n  as t h e  c a u se s  o f  t h e  s e g m e n ta t io n  o r  d i f f e r e n t i a t i o n  p r o c e s s .  
The n e e d  f o r  u n i f i e d  e f f o r t  on t h e  p a r t  o f  t h e  o r g a n i z a t i o n  as a 
whole  r e s u l t s  i n  t h e  p r o c e s s  of i n t e g r a t i o n .  Lawrence and L o rsch  
r e c o g n i s e  t h a t  t h e  p r o c e s s  o f  s e g m e n ta t io n  o r  d i f f e r e n t i a t i o n  i n  an 
o r g a n i z a t i o n  h a s  an  i n f l u e n c e  on th e  i n d i v i d u a l  b e h a v io u r  o f  o r g a n i z a t ­
i o n  members. They s t a t e ,  "By d i f f e r e n t i a t i o n  we mean t h e s e  d i f f e r e n c e s  
i n  a t t i t u d e  and b e h a v i o r ,  n o t  j u s t  th e  s im p le  f a c t  o f  s e g m e n ta t io n  
and  s p e c i a l i z e d  k n o w le d g e ."  Each f u n c t i o n a l  u n i t  may d e v e lo p  
d i f f e r e n t  f o rm a l  r e p o r t i n g  r e l a t i o n s h i p s ,  d i f f e r e n t  c r i t e r i a  f o r  
r e w a rd s ,  and d i f f e r e n t  c o n t r o l  p r o c e d u r e s .  They i d e n t i f y  t h r e e  
s p e c i f i c  d im e n s io n s  o f  t h e s e  d i f f e r e n c e s :
1. d i f f e r e n c e s  be tw een  m anagers i n  d i f f e r e n t  f u n c t i o n a l  
j o b s  i n  t h e i r  o r ie n ta tio n  towards -p a rticu la r  g o a ls ;
2 .  d i f f e r e n c e s  i n  t h e  time o r ie n ta t io n  o f  m anagers  i n  
d i f f e r e n t  p a r t s  o f  t h e  o r g a n i z a t i o n ;
3. in te r p e r so n a l o r ie n ta tio n  i . e .  d e a l i n g  w i th  c o l l e a g u e s .
They a l s o  i n v e s t i g a t e  a f o u r t h  d im ension  o f  d i f f e r e n t i a t i o n ,
fo rm a lity  o f  s tr u c tu r e .
I n t e g r a t i o n  i s  d e f in e d  as " th e  q u a l i t y  o f  th e  s t a t e  o f  
c o l l a b o r a t i o n  t h a t  e x i s t s  among d e p a r tm e n ts  t h a t  ( i s )  r e q u i r e d  t o  
a c h ie v e  u n i t y  o f  e f f o r t  by th e  demands o f  th e  e n v i r o n m e n t" .  They 
a l s o  use  th e  te rm  t o  d e s c r ib e  th e  p ro c e s s  by w hich t h i s  s t a t e  i s  
a c h ie v e d  and th e  o r g a n i z a t i o n a l  d e v ic e s  used  t o  a c h ie v e  i t .
They r e c o g n i s e  t h a t  t h e  d i f f e r e n t  p o i n t s  of  v iew  h e l d  by 
v a r i o u s  f u n c t i o n a l  s p e c i a l i s t s  a r e  f r e q u e n t l y  g o ing  t o  l e a d  to  
c o n f l i c t s  a b o u t  what d i r e c t i o n  to  t a k e .  To a c h ie v e  e f f e c t i v e  i n t e ­
g r a t i o n  such  c o n f l i c t s  m ust b e  r e s o l v e d .  R e s o l u t i o n  of  c o n f l i c t  i s  
an i m p o r t a n t  f a c t o r  i n  o r g a n i z a t i o n a l  e f f i c i e n c y ,  as  w e l l  as f o r  p e r ­
s o n a l  s a t i s f a c t i o n  o f  i n d i v i d u a l  members.
. . .  t h e r e  seems t o  be an im p o r ta n t  c o n n e c t io n  f o r  th e  
i n d i v i d u a l  be tw een  w o rk in g  in  an o r g a n i z a t i o n  s t r u c t u r e d  
t o  d e a l  e f f e c t i v e l y  w i th  i t s  t a s k  and h i s  f e e l i n g s  o f  
p e r s o n a l  s a t i s f a c t i o n  and g row th . O r g a n iz a t i o n s  so 
s t r u c t u r e d  t h a t  members can d e a l  r e a l i s t i c a l l y  and e f f e c t ­
i v e l y  w i th  t h e i r  t a s k s  w i l l  p ro v id e  p o w e r fu l  s o u r c e s  o f  
s o c i a l  and p s y c h o l o g i c a l  s a t i s f a c t i o n  and g row th .
Lawrence and Lorsch  r e c o g n i s e  th e  f o l l o w in g  m ethods of
r e s o l v i n g  c o n f l i c t :
1. Through th e  m a n a g e r ia l  h i e r a r c h y .
2 . Through i n t e g r a t i n g  com m ittees  and teams o r  i n d i v i d u a l  
i n t e g r a t o r s  who a re  d e s ig n a t e d  t o  f a c i l i t a t e  c o l l a b ­
o r a t i o n  among f u n c t i o n a l  d e p a r tm e n ts  a t  a l l  m a n a g e r ia l  
l e v e l s .
3. R o u t in e  c o n t r o l  and s c h e d u l in g  p r o c e d u r e s .
4. By i n d i v i d u a l  m anagers o u t s i d e  o f f i c i a l  c h a n n e l s .
A lso  r e c o g n i s e d  as o f  c o n s id e r a b l e  im p o r ta n c e  i n  o r g a n i ­
z a t i o n a l  i n t e g r a t i o n  a r e  i n t e r p e r s o n a l  s k i l l s .  Lawrence and Lorsch
i n d i c a t e  t h a t  b e h a v i o u r a l  s c i e n t i s t s  -
have pointed to a variety of conditions in interpersonal 
relationships that are necessary to attain effective 
collaboration. Two of the most.important of these con­
ditions are that parties who are dealing with one another 
must learn to be open and frank about their positions - 
thus creating a climate of trust among parties, and that 
conflicts should be confronted and brought into the open 
rather than suppressed (through the power of one side) or 
avoided (by the tacit consent of all).
In summary, the problem of attaining effective organizat­
ional performance may reduce to the question of facilitating integration 
without sacrificing the needed differentiation.
In their study the primary effort was directed to the 
supposition that ’’different external conditions might require different 
organizational characteristics and behaviour patterns within the 
effective organization".
Questions raised by their studies, and also those of Wood­
ward (1958) and Bums and Stalker (1961) , are:
1. How are the environmental demands facing various 
organizations different, and how do environmental 
demands relate to the internal functioning of 
effective organizations?
2. Is it true that organizations in certain or stable 
environments make more exclusive use of the formal 
hierarchy to achieve integration, and, if so, why?
Because less integration is required, or because in 
a certain environment these decisions can be made 
more effectively at higher organizational levels
or by fewer people?
3. Is the same degree of differentiation in orientation 
and in departmental structure found in organizations 
in different industrial environments?
4. If greater differentiation among functional departments 
is required in different industries, does this influence 
the problems of integrating the organization's parts? 
Does it influence the organizational means of achieving 
integration?
Lawrence and Lorsch (1967)
At the same time Lawrence and Lorsch felt it necessary to consider 
two questions relating to the resolution of inter-departmental 
conflict.
These were:
1. What f a c t o r s  w i t h in  the. o r g a n i z a t i o n a l  s y s te m  d e te rm in e  
w h e th e r  m anagers d e a l  e f f e c t i v e l y  w i th  i n t e r d e p a r t m e n t a l  
c o n f l i c t  ?
2 .  Are t h e s e  d e te r m in a n t s  o f  e f f e c t i v e  c o n f l i c t  r e s o l u t i o n  
more l i k e l y  to  be p r e s e n t  i n  th e  o r g a n i z a t i o n s  t h a t  a r e  
b o th  h i g h l y  d i f f e r e n t i a t e d  and h i g h l y  i n t e g r a t e d  th a n  
i n  th o s e  w hich a r e  l e s s  so?
As a r e s u l t  o f  t h e  s t u d i e s  c o n d u c te d  by  t h e s e  r e s e a r c h e r s
th e  f o l l o w in g  p o i n t s  o f  i n t e r e s t  were o b s e rv e d  r e l a t i n g  t o  i n t e g r a t i o n
and c o n f l i c t  r e s o l u t i o n .  F i r s t l y  w i th  r e g a r d  t o  t h e  p l a c e  o f  t h e  most
e f f e c t i v e  i n t e g r a t i o n  w i t h i n  an o r g a n i z a t i o n ,  i t  was n o t e d  t h a t :
G iven  th e  u n c e r t a i n t y  a b o u t  b o th  th e  m arke t  and s c i e n t i f i c  
p h a s e s ,  and g iv en  th e  f a c t  t h a t  th e  e f f e c t i v e  i n t e g r a t o r  
h a d  to  know so m e th in g  a b o u t  a l l  f a c e t s  o f  th e  e n v i ro n m e n t ,  
t h e  top  m anagers we i n t e r v i e w e d  i n d i c a t e d  t h a t  t h e  i n t e g r a t o r  
h a d  t o  be a t  th e  lo w er  management l e v e l s  i n  o r d e r  t o  have  
th e  knowledge r e q u i r e d  t o  c a r r y  o u t  th e  d e t a i l e d  i n t e g r a t i n g  
a c t i v i t y  t h a t  th e  e n v iro n m e n t  demanded.
and th e  u p p e r  m anagers jo b  "was t o  p r o v id e  i n t e g r a t i o n  a t  a b r o a d e r
l e v e l  of p o l i c i e s  and s t r a t e g i e s " .
S ix  f a c t o r s  were r e c o g n iz e d  as s i g n i f i c a n t  d e te r m i n a n t s  o f
e f f e c t i v e  c o n f l i c t  r e s o l u t i o n :
1. I n t e r m e d ia t e  p o s i t i o n  o f  i n t e g r a t o r s .
2 . I n f l u e n c e  o f  i n t e g r a t o r s  (a  p e r s o n s  i n f l u e n c e  can 
s te m  from a number o f  f a c t o r s  -  t h e  fo rm a l  p o s i t i o n  
he  o c c u p ie s ,  h i s  e x p e r t i s e  o r  c om pe tence ,  o r  
p e rh a p s  h i s  age o r  l e n g t h  o f  s e r v i c e ) .
3. Reward sy s te m  f o r  i n t e g r a t o r s .
4 . T o t a l  l e v e l  o f  i n f l u e n c e  ( a l l  m anagers  c o n s i d e r e d ) .
5 . I n f l u e n c e  c e n t r e d  a t  r e q u i r e d  l e v e l .
6 . Modes o f  c o n f l i c t  r e s o l u t i o n  -
(a)  b e s t  by c o n f r o n t i n g  c o n f l i c t  and g e t t i n g  th e  
b e s t  s o l u t i o n ;
(b) seco n d  by r e a c h in g  a com prom ise;
(c) t h i r d  by sm o o th ing  o v e r  t h e  c o n f l i c t ;
(d) u s in g  power t o  i n f l u e n c e  th e  d e c i s i o n  comes l a s t .
T h e i r  s tu d y  a l s o  l e a d  to  t h e  c o n c lu s io n  t h a t  -
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t h e  s t a t e s  o f  d i f f e r e n t i a t i o n  and i n t e g r a t i o n  i n  e f f e c t i v e  
o r g a n i z a t i o n s  w i l l  d i f f e r ,  d ep en d in g  on th e  demands o f  
t h e  p a r t i c u l a r  e n v i ro n m e n t .  In  a more d i v e r s e  and dynamic 
f i e l d ,  e f f e c t i v e  o r g a n i z a t i o n s  have  t o  be  h i g h l y  d i f f e r ­
e n t i a t e d  and h i g h l y  i n t e g r a t e d .  In  a  more s t a b l e  and l e s s  
d i v e r s e  e n v i ro n m e n t ,  e f f e c t i v e  o r g a n i z a t i o n s  h av e  t o  be  
l e s s  d i f f e r e n t i a t e d ,  b u t  th e y  m ust s t i l l  a c h ie v e  a h ig h  
d e g re e  o f  i n t e g r a t i o n .
E x p o s i t i o n  o f  a Theory
As a r e s u l t  o f  t h e i r  s tu d y  Lawrence and L o rsch  c la im  t o  
have  found  an im p o r ta n t  r e l a t i o n s h i p  among e x t e r n a l  v a r i a b l e s  ( th e  
c e r t a i n t y  and d i v e r s i t y  o f  th e  e n v i ro n m e n t ,  and th e  s t r a t e g i c  
e n v i r o n m e n ta l  i s s u e ) , i n t e r n a l  s t a t e s  o f  d i f f e r e n t i a t i o n  and 
i n t e g r a t i o n ,  and th e  p r o c e s s  o f  c o n f l i c t  r e s o l u t i o n .  They have  
t h e r e f o r e  p ro p o s e d  a C o n t in g en c y  Theory o f  O r g a n iz a t io n s  w hich h a s  
as  i t s  u n d e r - l y i n g  a s su m p t io n  t h a t  o r g a n i z a t i o n a l  v a r i a b l e s  a r e  I n  
a  complex i n t e r - r e l a t i o n s h i p  w i th  one a n o th e r  and w i th  o t h e r  
c o n d i t i o n s  i n  th e  e n v i ro n m e n t .
They s u g g e s t  t h a t  i f  an o r g a n i z a t i o n ' s  i n t e r n a l  s t a t u s  
and p r o c e s s e s  a r e  c o n s i s t e n t  w i th  e x t e r n a l  demands, th e  f i n d i n g s  o f  
t h e i r  s tu d y  i n d i c a t e  t h a t  i t  w i l l  be  e f f e c t i v e  i n  d e a l i n g  w i th  i t s  
e n v i ro n m e n t .  More s p e c i f i c a l l y ,  th e y  found t h a t  " th e  s t a t e  of  
d i f f e r e n t i a t i o n  i n  t h e  e f f e c t i v e  o r g a n i z a t i o n  was c o n s i s t e n t  w i th  th e  
d i v e r s i t y  o f  t h e  p a r t s  o f  th e  e n v i r o n m e n t ,  w h i l e  t h e  s t a t e  o f  i n t e g r a t i o n  
a c h ie v e d  was c o n s i s t e n t  w i th  th e  e n v i r o n m e n ta l  demand f o r  i n t e r d e p e n d e n c e " .
T h e i r  f i n d i n g s  a l s o  i n d i c a t e  t h a t  t h e  s t a t e s  o f  d i f f e r e n t i a t i o n  
and i n t e g r a t i o n  a r e  i n v e r s e l y  r e l a t e d  -  t h e  more d i f f e r e n t i a t e d  an 
o r g a n i z a t i o n ,  th e  more d i f f i c u l t  i t  i s  t o  a c h ie v e  i n t e g r a t i o n .  In  
o r d e r  t o  overcome t h i s  p ro b le m , th e y  s u g g e s t  t h a t  t h e  e f f e c t i v e  o r g a n ­
i z a t i o n  s h o u ld  have  i n t e g r a t i n g  d e v ic e s  c o n s i s t e n t  w i th  t h e  d i v e r s i t y
of  i t s  e n v iro n m e n t .
Practical Applications
The approach of Lawrence and Lorsch, in particular their
idea relating to the measurement of factors in the environment to
which the organization must relate, was met with considerable
enthusiasm amongst social scientists involved with organizational
problems, e.g. Lupton (1971). He sees their work
as an attempt to get away from vague talk about organi­
zations and systems in environments and loose biological 
and physical analogies, and to make the concepts of 
environment and organization operational and measurable. 
Having done so they make good use of previous work to 
suggest hypotheses that might be matched against the 
facts collected in comparative study.
This makes it possible to set out the questions which must be asked
and steps to be followed in redesigning an organization’s structure
for better performance, not only to a new organization but to
continuous monitoring of the relationship between any organization
and its environment to maintain high performance.
Despite the widespread enthusiasm with which this line of
organizational research has been greeted, the efforts of Lawrence and
Lorsch, and others in their school, should be recognised as pioneering.
Tosi et at (1973) have indicated that this approach is sensitive to
errors in measurement of the contingency variable, e.g. situational
favourability, environmental uncertainty, technology, etc.
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I I  A THEORY BASED ON OPEN SYSTEMS OF ACTIVITIES AND THEIR 
BOUNDARIES
An a p p ro a c h  v e ry  d i f f e r e n t  t o  t h a t  u se d  by  th e  w r i t e r s  
o f  th e  ’ c o n t i n g e n c y ’ s c h o o l  h a s  b een  u se d  by M i l l e r  and R ice  (1967) 
to  d e v e lo p  a t h e o r y  o f  o r g a n i z a t i o n s .  I t  i s  i n t e r e s t i n g  t o  n o te  
t h a t  t h i s  work was p u b l i s h e d  i n  th e  sane  y e a r  as t h a t  o f  Lawrence 
and L o rsch  p r e v i o u s l y  d e a l t  w i th  i n  t h i s  c h a p t e r .  W hile th e  
" c o n c e p t u a l  fram ew ork" o f  t h e i r  th e o r y  i s  p r e s e n t e d  i n  an a b s t r a c t  
m anner, i n  g e n e r a l  t h e  im p r e s s io n  g iv en  i s  t h a t  o f  an e s s e n t i a l l y  
p r a c t i c a l  a p p ro a c h .  T h is  i s  n o t  t o  condemn th e  work o f  Lawrence and 
L o r s c h ,  who a l s o  p r o f e s s  th e  b a s i c  c o n c e p t io n  o f  o r g a n i z a t i o n  a s  an 
open sy s te m , (1 9 6 7 ) ,  and th e  p r a c t i c a l  a p p l i c a t i o n s  o f  t h e i r  w ork .
The d i s t i n c t i o n  would a p p e a r  t o  r e s u l t  from  th e  f a c t  t h a t  w h i l e  th e  
l a t t e r  a r e  e s s e n t i a l l y  r e s e a r c h  w o rk e rs ,  M i l l e r  and R ice  a r e  p r o f e s s ­
i o n a l  c o n s u l t a n t s  i n  t h e  management f i e l d .  T h e i r  s t u d i e s  have  been  
c a r r i e d  o u t  w i t h  t h e  o b j e c t  o f  im p ro v in g  th e  p e rfo rm a n c e  o f  e n t e r p r i s e s  
by a t t e n d i n g  to  t h e  e f f e c t i v e n e s s  o f  t h e  o r g a n i z a t i o n .  R a th e r  th a n  
a p p ro a c h  t h e s e  p rob lem s from  th e  e n v i r o n m e n ta l  i n f l u e n c e  v ie w p o in t  
th e y  have  lo o k ed  a t  th e  i n t e r n a l  sy s tem s  o f  t h e  o r g a n i z a t i o n .
In  d e v e lo p in g  a b a s i c  t h e o r y  th e y  have  g iv en  a t t e n t i o n  to  
c o n c e p t s  w hich have  d e v e lo p e d  from  b o th  t h e  c l a s s i c a l  and  human- 
r e l a t i o n s  s c h o o l s  o f  o r g a n i z a t i o n a l  t h e o r y .  T h e i r  e x p r e s s e d  aim was 
t o  " d e v e lo p  a th e o r y  t h a t  r e c o n c i l e s  t a s k s ,  human a c t i v i t i e s ,  and 
o r g a n i z a t i o n  w i t h i n  one g e n e r a l  fram ew ork" .  By d o ing  so  th e y  hoped  
to  e x te n d  u n d e r s t a n d in g  and f a c i l i t a t e  c o n t r o l  o f  th e  i n t e r - d e p e n d e n c e  
be tw een  th e  s o c i a l  and t e c h n i c a l  v a r i a b l e s  o f  o r g a n i z a t i o n .  They n o te  
t h a t  t h e i r  c o n c e p t io n  o f  o r g a n i z a t i o n ,  as a  t o o l  d e s ig n e d  p r i m a r i l y  f o r  
t a s k  p e r fo rm a n c e ,  r e q u i r e d  t h a t  human n e e d s  -  s a t i s f a c t i o n  and  d e fe n c e  
a g a i n s t  a n x i e t y  -  s h o u ld  be  r e g a r d e d  a s  c o n s t r a i n t s  on t a s k  p e r fo rm a n c e .
Hence the inevitable compromise between technical and human needs 
when applied to practical organizational problems, especially when 
social or technical change required accommodation. Based on this 
conception, they had formerly assumed that in the optimum organ­
ization the human groups required for task performance were always 
identical with those which satisfied the social and psychological 
needs. It had then been realised that there were "settings where 
elegant solutions of this kind cannot be found, or when, if found, 
they introduce new and intractable constraints".
There has been a need to reconcile ’task-centred’ and 
’person-centred’ views of organization. A major difficulty in this 
is seen by Miller and Rice to be primarily that organization for 
task performance is a co-ordination of activities - but only some of 
the activities of any one human being are directly relevant to task 
performance. For this reason task organization can be seen to be 
independent of membership and survive changes in membership. However 
there is always the aspect that a human being’s other activities, 
attitudes and beliefs, can help or hinder task performance, and it 
is the "needs and activities of existing role incumbents that determine 
the attitudes of working groups towards change, and hence may generate 
resistance to change”.
Miller and Rice develop two major themes. The first is 
that the situation in which the distinction of a social organization 
from a task performance organization is unnecessary due to the satis­
faction of human needs by the task performance, is a particular case - 
an exception rather than the rule. In their terms, this occurs when
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th e  b o u n d a r i e s  o f  t a s k  sy s tem s  and s e n t i e n t  sy s te m s  c o i n c i d e .  A 
more g e n e r a l  p r o p o s i t i o n  i s  t h a t  any  e n t e r p r i s e  r e q u i r e s  t h r e e  fo rm s 
o f  o r g a n i z a t i o n  -  the  f i r s t ,  to  c o n t r o l  t a s k  p e r fo rm a n c e ;  th e  s e c o n d ,  
t o  e n s u re  commitment o f  i t s  members t o  e n t e r p r i s e  o b j e c t i v e s ;  t h e  
t h i r d ,  t o  r e g u l a t e  r e l a t i o n s  be tw een  t a s k  and s e n t i e n t  g ro u p s .
B e fo re  d e a l i n g  w i th  t h e  g e n e r a l  o r g a n i z a t i o n  th e o r y  w hich 
th e y  have d e v e lo p e d  i t  i s  w o r th  e x a m in in g  th e  manner i n  w hich  th e y  
have  d e v e lo p e d  t h e i r  b a s i c  c o n c e p t s .
T h e i r  b a s i c  c o n c e p t io n  o f  t h e  o r g a n i z a t i o n  o f  any e n t e r p r i s e  
i s  a s  an open sy s te m  which can be  c h a r a c t e r i z e d  as  e x i s t i n g  by 
e x c h a n g in g  m a t e r i a l s  w i th  i t s  e n v i ro n m e n t .  The sy s te m  h a s  a b o u n d a ry  
w hich i s  i n  e f f e c t  a  r e g io n  b e tw een  th e  i n t e r n a l  p r o c e s s e s  o f  t h e  
e n t e r p r i s e  and i t s  en v iro n m en t  i n  which b o u n d a ry  c o n t r o l  a c t i v i t y  must 
t a k e  p l a c e .  W ith in  th e  sy s te m  t h e r e  a r e  a  number o f  p r o c e s s e s  and 
a c t i v i t i e s .  An e n t e r p r i s e  r e l a t e s  to  i t s  e n v iro n m e n t  th ro u g h  a 
v a r i e t y  o f  i m p o r t - c o n v e r s i o n - e x p o r t  p r o c e s s e s ,  which r e q u i r e  a 
c o r r e s p o n d in g  v a r i e t y  o f  a c t i v i t i e s .
The Human E lem en t  i n  O r g a n i z a t i o n a l  Theory
The dep loym ent o f  human r e s o u r c e s  i s  a  common r e q u i r e m e n t  
i n  a l l  e n t e r p r i s e s .  Hence M i l l e r  and R ice  s e e  any th e o r y  o f  o r g a n ­
i z a t i o n  as  r e q u i r i n g  a t h e o r y  o f  human b e h a v io u r  as  w e l l  a s  a t h e o r y  
o f  sy s tem s  a c t i v i t i e s  and b o u n d a r i e s .
1 S e n tie n t  i s  u sed  to  d e s c r i b e  g roups w i t h  w hich  human b e in g s  
i d e n t i f y  th e m s e lv e s .  A s e n t i e n t  group i s  one w hich demands 
and  r e c e i v e s  l o y a l t y  from  i t s  members -  t h i s  may o r  may n o t  
be d i s t i n c t  from  a t a s k  g ro u p .  Hence s e n t i e n t  sy s te m s  -  
sy s te m s  o f  s e n t i e n t  g ro u p s .  An e f f e c t i v e  s e n t i e n t  sy s te m  
r e l a t e s  t h e  members o f  an e n t e r p r i s e  to  each  o t h e r  and to  
th e  e n t e r p r i s e  i n  ways t h a t  a r e  r e l e v a n t  t o  t h e  s k i l l s  and 
e x p e r i e n c e  r e q u i r e d  f o r  t a s k  p e r fo rm a n c e .
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A gain  th e y  s e e  an i n d i v i d u a l  o r  group as an open sy s te m , 
w hich  can o n ly  e x i s t  th ro u g h  p r o c e s s e s  o f  exchange  w i th  e n v iro n m e n t .  
The s i g n i f i c a n t  f a c t o r  w i th  human r e s o u r c e s ,  i n d i v i d u a l l y  o r  g ro u p s ,  
i s  t h a t  th e y  can m o b i l i z e  th e m s e lv e s  a t  d i f f e r e n t  t im es  i n t o  many 
d i f f e r e n t  k i n d s  o f  a c t i v i t y  s y s te m .  A c h a r a c t e r i s t i c  w hich  m ust be  
a l lo w e d  f o r  i s  t h a t  o n ly  some o f  t h e s e  a c t i v i t i e s  w i l l  be  r e l e v a n t  
to  th e  p e r fo rm a n c e  o f  t h e  t a s k s  and t h e  e n t e r p r i s e  to  w hich th e y  
b e lo n g .  The i n d i v i d u a l ,  t h e  s m a l l  group and th e  l a r g e  group a re  
s e e n  as p r o g r e s s i v e l y  more complex m a n i f e s t a t i o n s  o f  a b a s i c  s t r u c t ­
u r a l  p r i n c i p l e .  Each can be  d e s c r i b e d  i n  te rm s  o f  an i n t e r n a l  w o r ld ,  
an e x t e r n a l  e n v i ro n m e n t  and a boundary  f u n c t i o n  t h a t  c o n t r o l s  
t r a n s a c t i o n s  be tw een  w hat i s  i n s i d e  and w hat i s  o u t s i d e .
I n t e r g r o u p  T r a n s a c t i o n s
In  an open s y s te m  I t  i s  n e c e s s a r y  t o  have  engagem ent i n  
i n t e r g r o u p  t r a n s a c t i o n s .  This  i n v o lv e s  th e  d raw ing  o f  new b o u n d a r ie s  
a t  l e a s t  t e m p o r a r i l y .  The r e s u l t  I s  o f  r i s k  t o  each  group i n v o lv e d ,  
as r e l a t i o n s h i p s  i n v o lv e d  may become f a v o u r e d  b y  i n d i v i d u a l s  above 
th o s e  o f  t h e i r  o r i g i n a l  g roup . Thus f a m i l i a r  b o u n d a r i e s  i n c l u d i n g  
w eaker  f a m i ly  r e l a t i o n s h i p s  may be  w eakened  o r  even  d e s t r o y e d .  
A n o th e r  r i s k  i s  t h a t  t h e  g r e a t e r  t h e  num ber o f  members who r e p r e s e n t  
th e  g roup , t h e  g r e a t e r  th e  chance  o f  i n c o n s i s t e n c y .
Task P r i o r i t i e s  and C o n s t r a i n t s
The t a s k  o f  any e n t e r p r i s e  can b e  d e f i n e d  g e n e r a l l y  as to  
s e c u r e  a p a y - o f f  by c o n v e r t i n g  i n t a k e s  i n t o  o u t p u t s , th e  minimum 
p a y - o f f  b e in g  th e  p o s tp o n e m e n t  o f  i t s  d e m ise .  But even  s im p le  
e n t e r p r i s e s  h a v e  m u l t i p l e  i n t a k e s  and o u t p u t s  and h e n c e  p e r fo rm  
m u l t i p l e  t a s k s .  The f o u n d a t io n  o f  t h e  t h e o r y  o f  M i l l e r  and R ice  
i s  t h a t  a t  any g iv e n  t im e  an e n t e r p r i s e  has  a primary ta sk ,  th e  
t a s k  t h a t  i t  m ust p e r f o r m  i f  i t  i s  to  s u r v i v e .
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The p r im a ry  t a s k  makes i t  p o s s i b l e  t o  c o n s t r u c t  and compare 
d i f f e r e n t  o r g a n i z a t i o n a l  m odels  o f  an e n t e r p r i s e  b a s e d  on a d i f f e r e n t  
d e f i n i t i o n  o f  i t s  p r im a ry  t a s k ,  and t o  compare th e  o r g a n i z a t i o n s  o f  
d i f f e r e n t  e n t e r p r i s e s  w i th  th e  same o r  d i f f e r e n t  p r im a ry  t a s k s .
The d e f i n i t i o n  o f  t h e  p r im a ry  t a s k  d e te rm in e s  t h e  dom inan t 
i m p o r t - c o n v e r s i o n - e x p o r t  sy s te m  and  th u s  t h e  o p e r a t i n g  (as d i s t i n c t  
from  m a in te n a n c e  and r e g u l a t o r y )  a c t i v i t i e s .  I t  s p e c i f i e s  t h e  
r e s o u r c e s  r e q u i r e d  and hence  d e te r m in e s  t h e  p r i o r i t i e s  o f  c o n s t i t u e n t  
s y s te m s .  I d e n t i f i c a t i o n  o f  t h e  p r im a ry  t a s k  i n  an e n t e r p r i s e  may be 
p r o b l e m a t i c a l  i n  t h a t  t h e  c o m p le x i ty  o f  a c t i v i t i e s  may a p p e a r  o f  
d i f f e r e n t  l e v e l s  o f  im p o r ta n c e  from d i f f e r e n t  v i e w p o in t s .  U s u a l ly  
t h e  w e l l  known i d e n t i t y  and p u rp o se  o f  an i n s t i t u t i o n  a s s i g n s  l o n g ­
te rm  p r i o r i t y  t o  a  p a r t i c u l a r  t a s k .  However i n  many o r g a n i z a t i o n s ,  
t a s k s  t h a t  a r e  n o r m a l ly  a n c i l l a r y  t o  t h e  p r im a ry  t a s k  may become 
p r im a r y ,  e . g .  a  m a in te n a n c e  s y s te m .  The p r im a ry  t a s k  i s  n o t  a 
n o r m a t iv e  c o n c e p t .  Not e v e ry  e n t e r p r i s e  m ust h a v e  one , b u t  M i l l e r  
and R ic e  p ro p o s e  t h a t  a t  any g iv e n  moment i n  e v e ry  e n t e r p r i s e ,  one 
t a s k  i s  p r im a r y .
R e so u rc e s  and C o n s t r a i n t s
The e x t e n t  to  w hich r e s o u r c e s  e x i s t  o r  do n o t  e x i s t  
c o n s t i t u t e s  t h e  m a jo r  i n t e r n a l  c o n s t r a i n t  on t a s k  d e f i n i t i o n  and 
p e r f o r m a n c e .  R e so u rce s  m ust t h e r e f o r e  be  an i m p o r ta n t  c o n s i d e r a t i o n  
i n  t h e  d e s ig n  o f  an o r g a n i z a t i o n .
The s o c i a l ,  p o l i t i c a l ,  econom ic  and  l e g a l  c o n d i t i o n s  o f  
th e  e n v iro n m e n t  c o n s t i t u t e  t h e  m a jo r  e n v i r o n m e n ta l  c o n s t r a i n t s .  M i l l e r  
and R ice  s u g g e s t  t h a t ,  b e c a u s e  t h e  members o f  s o c i e t y  c r e a t e  i t s  
c u l t u r e  and  h e n c e  b r i n g  to  th e  e n t e r p r i s e  w here t h e y  work th e  c u l t u r a l  
c o n s t r a i n t s  o f  t h e i r  s o c i e t y ,  e n v i r o n m e n ta l  c o n s t r a i n t s  a r e  i n e v i t a b l y  
b u i l t  i n t o  e n t e r p r i s e s .  When an e n t e r p r i s e  i s  i t s e l f  v a lu e d  b o th  by
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i t s  e m p lo y e rs  and by  i t s  s o c i e t y ,  t h e  c o n s t r a i n t s  on t a s k  d e f i n i t i o n  
and p e r fo rm a n c e  a t t r a c t  v a lu e  as w e l l ,  and become f o r  t h i s  r e a s o n  
d i f f i c u l t  t o  ch an g e .
C o n s t r a i n t s  Im posed by  th e  Employment o f  Human R e so u rce s
The n a t u r e  o f  human b e h a v io u r  i n  g roups  d i c t a t e s  t h a t ,  
how ever  much an em ployee a c c e p t s  th e  d e f i n i t i o n  and m ethods o f  
p e r fo rm a n c e  o f  an e n t e r p r i s e ’ s p r im a ry  t a s k ,  i t  i s  u n l i k e l y  t h a t  th e  
v a lu e s  a t t a c h e d  to  h i s  membership o f  o t h e r  g roups w i l l  a lw ays b e  i n  
harmony w i th  t h o s e  o f  th e  p r im a ry  t a s k .  Human n e e d s  may m od ify  t a s k  
r e q u i r e m e n ts  -  "on th e  s c a l e s  o f  t a s k - s y s t e m  e f f i c i e n c y  a r e  su p e r im p o se d  
s c a l e s  o f  human s a t i s f a c t i o n  and d e p r i v a t i o n " .  I t  i s  s u g g e s t e d  t h a t  
f o r  some t a s k s  i t  may be  p o s s i b l e  to  c o n s t r u c t  o r g a n i z a t i o n s  s o  t h a t  
n o t  o n ly  do w o rk -g ro u p  b o u n d a r ie s  c o in c i d e  w i t h  t a s k  b o u n d a r i e s ,  b u t  
m em bership  o f  t h e  r e s u l t i n g  work group p r o v id e s  c o n s i d e r a b l e  s a t i s ­
f a c t i o n  f o r  i t s  members. In  o th e r  w o rd s ,  work o r g a n i z a t i o n  i s  n o t  
u n iq u e ly  d e te r m in e d  by th e  t e c h n i c a l  s y s te m  and a l t e r n a t i v e  o r g a n ­
i z a t i o n a l  m odels  may b e  a v a i l a b l e .  How ever, M i l l e r  and R ic e  c o n s id e r  
t h a t  t h e  o r g a n i z a t i o n s  i n  which i t  i s  p o s s i b l e  t o  m atch s e n t i e n t  
g roups t o  t a s k s ,  and so  make t a s k  and s e n t i e n t  b o u n d a r i e s  c o i n c i d e ,  
a r e  t h e  e x c e p t i o n  r a t h e r  th a n  th e  r u l e .  They c o n s i d e r  t h a t  a  group 
which does s h a r e  i t s  s e n t i e n t  boundary  w i t h  t h a t  o f  an a c t i v i t y  
sy s te m  i s  l i k e l y  t o  become com m itted  t o  t h a t  p a r t i c u l a r  s y s te m .
The s h o r t  te rm  r e s u l t  may be  g r e a t e r  e f f i c i e n c y  and s a t i s f a c t i o n  b u t  
th e  lo n g  te rm  e f f e c t  m igh t be  t o  i n h i b i t  change w hich c o u ld  o c c u r  
th ro u g h  t e c h n i c a l  a d v a n c e s .
O r g a n i z a t i o n a l  M o d e l-B u i ld in g
B ased  on t h e  c o n c ep ts  o u t l i n e d  a b o v e ,  M i l l e r  and R ice  
have  shown how i t  i s  p o s s i b l e  t o  c o n s t r u c t  m odels  o f  o r g a n i z a t i o n .  
O r g a n iz a t i o n  i s  d e f i n e d  as th e  p a t t e r n i n g  o f  a c t i v i t i e s  th ro u g h
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w hich  th e  p r im a ry  t a s k  o f  t h e  e n t e r p r i s e  i s  p e r fo rm e d .  Thus th e  
optimum form  of  o r g a n i z a t i o n  i s  t h a t  w hich  b e s t  f i t s  t h e  r e q u i r e m e n ts  
o f  p r im a ry  t a s k  p e r fo rm a n c e ,  b u t  m ust t a k e  a c c o u n t  o f  t h e  human, 
p h y s i c a l ,  and  t e c h n i c a l  r e s o u r c e s  a v a i l a b l e  f o r  t a s k  p e r f o r m a n c e ,  
and th e  human, p o l i t i c a l ,  econom ic and s o c i a l  c o n s t r a i n t s  on t a s k  
d e f i n i t i o n .
H aving f i r s t  i d e n t i f i e d  t h e  dom inan t p r o c e s s ,  t h a t  r e l a t e d  
t o  th e  p e r fo rm a n c e  o f  th e  p r im a ry  t a s k ,  i t  i s  th e n  n e c e s s a r y  t o  
d i s c o v e r  th e  d i s c o n t i n u i t i e s  i n  t h e  p r o c e s s  w hich  mark t h e  b o u n d a r i e s  
o f  sy s te m s  o f  a c t i v i t y .  T h is  may i n v o lv e  s e v e r a l  o r d e r s  o f  d i f f e r e n t ­
i a t i o n  i n  a l a r g e  e n t e r p r i s e .  M i l l e r  and R ice  make use  o f  d ia g ra m s ,  
i n  t o p o l o g i c a l  fo rm , to  i l l u s t r a t e  o r g a n i z a t i o n a l  model b u i l d i n g  
b a s e d  on a c t i v i t i e s  and t h e i r  s y s te m s .  T h is  t e c h n iq u e  i s  i l l u s t r a t e d  
u s in g  an e n t e r p r i s e  c o n ta i n in g  s i x  c o n s t i t u e n t  sy s te m s  e . g .  a 
C h e m ic a l-c u m -T e x t i le  m a n u f a c tu r e r ,  i n  F ig u re  1. T h is  fram ew ork o f f e r s  
a  number o f  o r g a n i z a t i o n a l  m odels b a s e d  on t e c h n o l o g i c a l  d i f f e r e n t i a t i o n .  
F i r s t  o r d e r  d i f f e r e n t i a t i o n  be tw een  c h e m ic a ls  and t e x t i l e s  w i th  second  
o r d e r  d i f f e r e n t i a t i o n  under p u r c h a s i n g ,  m a n u f a c tu r in g  and m a r k e t in g  i s  
shown i n  F ig u r e  2. F i r s t  o r d e r  d i f f e r e n t i a t i o n  b e tw e en  p u r c h a s i n g ,  
m a n u f a c tu r in g  and m a r k e t in g ,  w i t h  s e c o n d  o r d e r  d i f f e r e n t i a t i o n  b e tw een  
c h e m ic a ls  and t e x t i l e s  i s  shown i n  F ig u r e  3. F ig u r e  4 i n d i c a t e s  one 
o f  the  p o s s i b i l i t i e s  o f  mixed d im e n s io n s  o f  d i f f e r e n t i a t i o n  -  a  f i r s t  
o r d e r  d i f f e r e n t i a t i o n  i n t o  a p u r c h a s in g  s e c t i o n  w i th  s e c o n d  o r d e r  
d i f f e r e n t i a t i o n  be tw een  ch e m ica ls  and t e x t i l e s ,  two s e p a r a t e  f i r s t  
o r d e r  m a n u f a c tu r in g  sy s tem s  and a combined f i r s t  o r d e r  m a r k e t in g  
s e c t i o n  h a n d l i n g  b o th  c h e m ica ls  and t e x t i l e s .
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The system boundaries imply a boundary control function 
and hence a form of regulation. Boundaries should be imposed at 
points giving substantial discontinuity for greater ease of regulation, 
more elaborate regulating devices being necessary to preserve the 
differentiation between systems where the discontinuity is slight. 
Boundaries may be imposed at points of no discontinuity where 
existing regulatory mechanisms are not capable of ’spanning’ the 
system. In this case the boundary is determined by constraints not 
task requirements and is in fact a compromise solution.
The Managing System
Regulation of relations between the constituent systems, 
and between the whole enterprise and its environment cannot be contained 
within one of the constituent systems. Miller and Rice see such a 
system placed external to the operating systems as a managing system. 
Such a system will contain the regulation and maintenance systems of 
the enterprise. Where these are differentiated as discrete systems 
they will be also differentiated along with operating systems into 
second order regulating and maintenance systems. This has been illus­
trated in the topological manner in Figure 5, using our previous 
example of the Chemical-Textile manufacturing enterprise of Figure 2. 
This is a diagram of activity systems with double boundaries repre­
senting regions of control for inter-system activity. Such a diagram 
can be simplified by substituting a ’’transboundary region" for the 
continuous "boundary control function" region. This region can be 
conveniently used to define management command areas, and the region 
in whose boundary they occur represents an organizational boundary,
as shown in Figure 6.
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Boundary C o n t r o l s
H aving  r e c o g n iz e d  t h r e e  ty p e s  of b o u n d a r i e s  w hich e f f e c t  th e  
o r g a n i z a t i o n ' s  n a t u r e  and p e r fo rm a n c e  nam ely t a s k ,  o r g a n i z a t i o n a l  and 
s e n t i e n t ,  M i l l e r  and R ice  p ro p o se  t h a t  management r e q u i r e s  f o u r  k in d s  
o f  b o u n d a ry  c o n t r o l .  These a r e :
( i )  r e g u l a t i o n  o f  t a s k - s y s t e m  b o u n d a r i e s  ( i . e .  r e g u l a t i o n  
o f  t h e  e n t e r p r i s e  as a  w hole  as an i m p o r t - c o n v e r s i o n -  
e x p o r t  sy s te m , and r e g u l a t i o n  o f  c o n s t i t u e n t  sy s tem s  
o f  a c t i v i t y ) ;
( i i )  r e g u l a t i o n  o f  s e n t i e n t - g r o u p  b o u n d a r i e s  ( i . e .  
b o u n d a r i e s  o f  t h e  g ro u p in g s  t o  which p e o p le  b e lo n g  
e i t h e r  d i r e c t l y  th ro u g h  t h e i r  r o l e s  i n  sy s tem s  o f  
a c t i v i t y ,  o r  i n d i r e c t l y  th ro u g h  t h e i r  r o l e - s e t s .  1 ) ;
( i i i )  r e g u l a t i o n  o f  o r g a n i z a t i o n a l  b o u n d a r i e s ;
( i v )  r e g u l a t i o n  o f  t h e  r e l a t i o n  be tw een  t a s k ,  s e n t i e n t ,  
and o r g a n i z a t i o n a l  b o u n d a r i e s .
M i l l e r  and R ice  make th e  g e n e r a l i z a t i o n  t h a t  w i t h o u t  a d e q u a te  
b o u n d a ry  d e f i n i t i o n s  f o r  a c t i v i t y  sy s te m s  and g ro u p s ,  o r g a n i z a t i o n a l  
b o u n d a r i e s  a r e  d i f f i c u l t  to  d e f i n e  and f r o n t i e r  s k i r m i s h i n g  i s  
i n e v i t a b l e .  They s u g g e s t  t h a t  i t  i s  a m a jo r  p a ra d o x  o f  m odem  
complex e n t e r p r i s e s  t h a t  t h e  more c e r t a i n t y  w i th  w hich  b o u n d a r i e s  
can be l o c a t e d ,  t h e  more e a s i l y  fo rm a l  com m unica tion  sy s te m s  can be 
e s t a b l i s h e d .  T h is  i s  b e c a u s e  u n l e s s  a  bou n d a ry  i s  a d e q u a te ly  l o c a t e d ,  
d i f f e r e n t  p e o p le  w i l l  draw i t  i n  d i f f e r e n t  p l a c e s  and h e n c e  t h e r e  w i l l  
be  c o n f u s io n  b e tw e en  i n s i d e  and o u t s i d e .  In  t h e  i n d i v i d u a l  t h i s  con­
f u s i o n  l e a d s  to  b reakdow n, i n  an e n t e r p r i s e  t o  i n e f f i c i e n c y  and f a i l u r e .  
Towards a G e n e r a l  Theory
M i l l e r  and R ice  p o i n t  t o  a  te n d e n c y  among th o s e  who have  b een  
c o n c e rn e d  w i t h  b o t h  th e o r y  and p r a c t i c e  o f  o r g a n i z a t i o n s  t o  r e g a r d  t h e  
o r g a n i z a t i o n  o f  t h e  p r o d u c t i o n  ty p e  p r o c e s s  as c e n t r a l  and t y p i c a l .
1 The ' r o l e - s e t '  r e f e r s  to  th e  a s s o c i a t i o n  o r  group which an
i n d i v i d u a l  becomes in v o lv e d  w i th  as a r e s u l t  o f  b o th  h i s  fo rm a l  
and i n f o r m a l  a c t i v i t i e s  -  th e s e  may be e x p e c te d  t o  be s t r o n g l y  
i n f l u e n c e d  by h i s  a p p o in te d  r o l e  i n  t h e  e n t e r p r i s e .
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The ideas of delegation and control that have emerged from this 
approach have become regarded as general laws of organization.
Largely as a result, they consider the organizational charts of 
sales and research departments often appear to be designed more 
on aesthetic grounds to harmonize with the corresponding chart 
for the manufacturing department than to facilitate task performance.
To a large extent the value of their study appears to lie 
in their having drawn examples from outside manufacturing industry. 
Using their approach to organization theory through systems of 
activity and their boundaries they have shown clear distinctions 
between systems associated predominantly with conversion processes 
and those associated with import and export activities.
With conversion type activities the system is contained 
within the boundaries of the enterprise - thus the equipment and 
people involved are related to each other and the throughput within 
a bounded structure that has some degree of permanence. This is in 
contrast to systems of activity that cross enterprise boundaries, 
e.g., those involving transactions between suppliers and customers. 
There may be a two-directional exchange, against the uni-directional 
process of the conversion-type systems.
Miller and Rice use their concepts of differentiating 
between task and sentient groups to look at the organization of 
marketing activity, and the organization of the family business.
In the former case, they show that the task system straddles an 
enterprise boundary and thus cannot be contained within the organ­
izational boundary of the enterprise. In their terms, it is impossible 
for task and sentient systems to coincide. A managing system based 
upon factory production systems would tend to give a hierarchy which
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would be much too simple and too inflexible to fit the complexities 
of such task performance. In the latter case, that of the family 
business, they show that task and sentient boundaries must coincide.
The effectiveness of such an organizational form depends upon con­
ditions of stability in its environment. In conditions of social, 
economic and technical change, commitment to the one group, in this 
case the family, can not only distort judgment about task decisions 
but more importantly lead to the disruption of sentient group 
relationships.
Of more concern to us is their attention to the problem 
of temporary and transient tasks within which we find the typical 
"project organization". It is this class of organization which they 
consider the most appropriate base for a general theory of organ­
ization. "The essential feature of a project type of organization is 
that the group has to be disbanded as soon as the task is completed".
The authors draw examples of project organization from the construction 
industry and from research.
In modem forestry services the complexity of tasks and their 
associated research requirements provide the greatest challenge to 
organization. Project organization in particular may have special 
appeal in some situations. The social science of organizations has 
been increasingly involved with these problems in recent years, and 
some important contributions are examined in the following chapter.
CHAPTER FOUR
ORGANIZING FOR PROJECTS AND RESEARCH
... it is impossible to create at a particular point of 
time organizational structures, rules and regulations, 
duty statements, and so forth, that will meet all 
p os sible con tin gencies.
Alastair Crombie (1973)
The organization of a research enterprise and of a project 
team share underlying characteristics which Miller and Rice (1967) 
see as being close to their general organizational type. In both, 
the primary task is clearly associated with a "conversion activity", 
but in the same managing system there are also essential import and 
export functions. There are however, important differences. While 
both are transitional or temporary organizations, in the project 
team the major problem of management is to integrate the activities 
of individuals and groups whose primary allegiance lies outside the 
specific project team. In contrast there is a strong tendency within 
research organizations for the boundaries of task and sentient groups 
to become coincident. Miller and Rice see the management problem 
there as one of making the boundaries of task and sentient systems 
more explicit, and of exerting greater control over them. If 
possible, task-oriented sentient groups should be created whose 
boundaries differ from those of the activity systems.
It will be apparent that "project type organization" can 
have a place in the large research enterprise, thus requiring an 
injection of management techniques very different to that of the 
traditional research organization. Research has tended to become
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more " p ro b le rn -c e n t r e d "  th a n  " d i s c i p l i n e - c e n t r e d " ,  and m u l t i ­
d i s c i p l i n a r y  s t u d i e s  r e q u i r e  m u l t i - d i s c i p l i n a r y  team s.
THE IDEA OF MATRIX ORGANIZATION
M i l l e r  and R ice  (1967) ad o p te d  th e  " p r o j e c t - t y p e  o r g a n i z a t i o n "  
as  a b a s i c  form f o r  a  g e n e r a l  th e o ry  o f  o r g a n i z a t i o n s .  Over t h e  p a s t  
decade  t h i s  ty p e  o f  o r g a n i z a t i o n  h a s  found r a p i d l y  i n c r e a s i n g  u t i l i ­
z a t i o n  i n  i n d u s t r y .  T h is  may be s e e n  as th e  r e s u l t  o f  i n c r e a s i n g  
p r e s s u r e s  f o r  e a r l y  r e s u l t s  i n  a s o c i a l  and t e c h n i c a l  e n v iro n m e n t  o f  
i n c r e a s i n g  r a t e  o f  change . The a d o p t io n  o f  such o r g a n i z a t i o n a l  
s t r u c t u r e s ,  which i n  t h e i r  more complex form a r e  now w id e ly  known as 
m a t r ix  o r g a n i z a t i o n s ,  has  r e q u i r e d  th e  a d a p t a t i o n  o f  members t o  m u l t i p l e  
l i n e s  o f  a u t h o r i t y  and r e s p o n s i b i l i t y .  T h is  h a s  meant a d i r e c t  c o n f l i c t  
w i th  t h e  c u l t u r a l l y  s t a b i l i s e d  i d e a  o f  th e  s i n g l e  l i n e  h i e r a r c h y .  There  
have  th u s  b e e n  p ro b le m s .  Because o f  th e  s h o r t  te rm  n a t u r e  o f  many 
p r o j e c t s  f o r  which t h i s  ty p e  o f  o r g a n i z a t i o n  h a s  been  em ployed, t h e r e  
h a s  b e e n  l i t t l e  c o m pu ls ion  f o r  developm ent o f  t h e  m ost h a rm on ious  and 
hum anly s a t i s f y i n g  m a n a g e r ia l  t e c h n i q u e s .  Hence t h e r e  h a s  b e e n  a 
s t r o n g  ten d e n c y  t o  r e g r e s s  t o  t h e  o l d e r  (and more b u r e a u c r a t i c )  s t y l e  
o f  o r g a n i z a t i o n  as soon  as p r o j e c t  r e q u i r e m e n ts  w ere  s e t t l e d .
Kingdom (1973) has s t u d i e d  th e  deve lopm en t of p r o j e c t - t y p e  
o r g a n i z a t i o n  i n  t h e  U n i te d  S t a t e s '  g o v e rn m e n t- s p o n s o re d  a e ro s p a c e  
I n d u s t r y .  T h is  s tu d y  c o n c e n t r a t e s  upon th e  c h a r a c t e r  o f  i n t e r f a c e  
r e l a t i o n s  be tw een  members o f  two d i s c i p l i n e s  b r o u g h t  t o g e t h e r  i n  th e  
one t a s k .  The outcome i s  an e x p o s i t i o n  o f  a s e t  o f  b e h a v i o u r a l  norms 
and codes which a r e  r e q u i r e d  i n  a n e g o t i a t e d  o r d e r  f o r  i n t e r f a c e  
r e g u l a t i o n .
The b a s i s  o f  t h i s  n e g o t i a t e d  o r d e r  i s  c o l l a b o r a t i o n ,  w hich  
may be s e e n  as a s o p h i s t i c a t e d  form of  b e h a v io u r  whose m a in te n a n c e  
r e q u i r e s  c a r e f u l  and c o n t in u o u s  c u l t i v a t i o n .
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W hile approaching h is  p a r t ic u la r  problem , Kingdom (1973) 
was co n fro n ted  w ith  the much w ider problem  which he has d e sc r ib e d  as 
’’H ierarchy m eetin g  T echnology". A number o f  the f a c e t s  o f  t h i s  la r g e  
s c a le  problem  o f  modem s o c ie t y  we have a lrea d y  touched  upon in  the  
fo r e g o in g  c h a p te r s . H is approach may be co n s id er e d  to  be an e x te n s io n  
o f  th e  human r e la t io n s  s c h o o l  o f w r i t e r s ,  h ig h ly  a p p ro p r ia te  to  the  
o r g a n iz a t io n a l  problem s o f  th e  p r e sen t day. H is in v e s t ig a t io n  d e v e l­
oped out o f  a concern  fo r  th e  human c o m p le x it ie s  in v o lv e d  in  a 
m atrix  form o f o r g a n iz a t io n  doing advanced r e se a r c h  and developm ent 
work in  a tu r b u le n t  env iron m ent. In t h is  form l in k in g  o f th e  p r o c e sse s  
o f  p r o b le m -so lv in g  and reso u rce  a l lo c a t io n  p la c e s  g r e a te r  demands upon 
in d iv id u a ls .  Two o r g a n iz a t io n a l  forms are seen  to  be in v o lv e d  and 
the in d iv id u a l  r o le  I s  expanded from m erely p ro d u ctio n  to  p a r t ic ip a t io n  
in  d e f in i t io n  and o p e r a tio n  o f both p r o c e s s e s .
The b a s ic  management problem in  a m atr ix  form o f  o r g a n iz a t io n  
appears to  r e la t e  to  th e  m eetin g  o f two or more h ie r a r c h ie s .  Kingdom 
found a marked tendency fo r  r e la t io n s h ip  a t t i t u d e s  (betw een  th e  
h ie r a r c h ie s  co n fro n tin g  each o th er  a t  a p a r t ic u la r  ta sk )  to  vary w ith  
l e v e l  o f r e s p o n s ib i l i t y .  The h ig h er  l e v e l s  tend to  tak e a more 
c r i t i c a l  v iew  o f  each o th e r . The c r i t i c a l  r e la t io n s h ip  i s  betw een  
p r o b le m -so lv in g  and r e s o u r c e -a l lo c a t in g  management groups. O b jec tiv e  
t e c h n ic a l  p r o b le m -so lv in g  i s  dependent upon m utual open-m indedness  
and t r u s t ,  but th ere  i s  room fo r  n e g o t ia b le  e lem en ts in  th e  r a th e r  
s u b j e c t iv e  judgment req u ired  in  a l lo c a t in g  re so u rc e s  or a s s ig n in g  
p r i o r i t i e s .  A dilemma i s  posed  in  the need to  se p a r a te  c o n s c io u s ly  
th e se  lin k e d  o r g a n iz a t io n a l  p r o c e s s e s , which le a d s  him to  s u g g e s t  th a t  
in  a com plex o r g a n iz a t io n  (as in  the m atrix  o r g a n iz a t io n )  th e re  i s  th e  
need fo r  "a p r o b le m -so lv in g  com plem entarity to  th e  r e s o u r c e - a l lo c a t in g  
h ie ra r c h y " . Kingdom fu r th e r  su g g e s ts  th a t the su b v e r s io n  of the needs
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of either technology or the hierarchy will lead to segmentation in 
the total performance of the organization.
The Organizational Environment
An appreciation of environmental problems is essential in 
any consideration of the most appropriate organization. Kingdom has 
used the system of Emery and Trist (1965) to classify types of envir­
onment. This recognises four idealized types:
(a) Placid, randomized
(b) Placid, clustered
(c) Disturbed, reactive and
(d) Turbulent-fieId.
The environment of an organization may be considered as 
composed of influences or forces, each of which is the sum effect of 
the interaction of an individual, group, or component of another 
organization with it. These various forces may further be considered 
as being of positive or negative value to the organization, as goods 
or bads, or in Emery and Trist's terms, goals and noxiants. In the 
first part of their dichotomous classification the forces of the 
environment are 'placid', in that they are unchanging. This class 
is further divided depending upon the distribution of the forces, 
randomized or clustered. This variation in nature of distribution 
effects the decision making required by a particular organization - 
obviously with a random distribution of positive and negative 
influences the decision on which way to move cannot be seen as 
significantly effecting the advance of the organization. In a clustered 
environment this will not be the case.
The other part of the primary dichotomy is distinguished 
from the first in that there are present (in proximity) more than one 
organization (system) of the same kind, i.e. requiring the same kind 
of 'sustenance' from the environment and hence competitive with each
o t h e r .  To red u c e  th e  c o m p le x i ty  o f  t h i s  ty p e  o f  c l a s s i f i c a t i o n  t h i s  
se co n d  p a r t  o f  t h e  p r im a ry  d ichotom y may a l s o  be c o n s id e r e d  as h a v in g  
a c l u s t e r e d  d i s t r i b u t i o n  o f  o t h e r  f o r c e s .  T h is  c l a s s  i s  t h e n  d i f f e r ­
e n t i a t e d  dep en d in g  upon th e  n a t u r e  o f  t h e s e  f o r c e s .  I f  th e y  a r e  
s t a b l e  we have  th e  D i s tu r b e d  R e a c t iv e  E nv ironm en t and i f  th e y  a r e  
ch a n g in g  we have  th e  T u r b u l e n t - f i e I d  E n v iro n m e n t.
In  th e  t u r b u l e n t - f i e l d  e n v iro n m e n t  o r g a n i z a t i o n s  f i n d  
c o l l a b o r a t i o n  n e c e s s a r y  as w e l l  as  c o m p e t i t i o n ,  i n  t h e i r  a d a p t a t i o n  
t o  " p e r s i s t i n g  a r e a s  o f  t e c h n o l o g i c a l  u n c e r t a i n t y " .  P u t  i n t o  more 
s p e c i f i c  te rm s  we m igh t  c o n s id e r  an o b j e c t i v e  w h ic h ,  b e c a u s e  o f  i t s  
c o m p le x i ty  r e q u i r e s  th e  in v o lv e m e n t  o f  a  number o f  o r g a n i z a t i o n s  
each  h a n d l i n g  d i f f e r e n t  f a c i t s .  Because o f  t e c h n o l o g i c a l  deve lopm en t 
and change each  o r g a n i z a t i o n  i s  f a c e d  w i th  u n c e r t a i n t y ,  b u t  t h i s  a l l  
c o n t r i b u t e s  t o  th e  e n v iro n m e n t  o f  th e  p a r t i c u l a r  o b j e c t i v e ,  and h en ce  
th e  i n te r d e p e n d e n c e  o f  th e  i n d i v i d u a l  o r g a n i z a t i o n s .  Kingdom (1973) 
h a s  d e s c r i b e d  th e  r e s p o n s e  t o  th e  t u r b u l e n t  e n v iro n m e n t  as f o l l o w s :
T y p i c a l l y ,  e ach  o r g a n i z a t i o n  s e t s  up a s p e c i a l  ’p r o j e c t  
o r g a n i z a t i o n ’ to  e n s u re  a d e q u a te  i n t e r c o n n e c t i o n  among 
th e  o r g a n i z a t i o n s .  The r o l e  o f  t h i s  s p e c i a l l y  c o n s t i t u t e d  
o r g a n i z a t i o n  w i t h i n  an  o r g a n i z a t i o n  i s  d i f f e r e n t  from  t h a t  
o f  th e  n o rm a l ,  i . e .  v e r t i c a l ,  d e c i s io n - m a k in g  h i e r a r c h y .
I t s  r o l e  w i t h i n  an o r g a n i z a t i o n  i s  to  c onduc t  l a t e r a l  
commerce be tw een  d i s s i m i l a r  o r g a n i z a t i o n s  w hich a r e  
j o i n t l y  a t t e m p t in g  t o  s o lv e  complex p ro b le m s ;  t h e  r o l e  
o f  t h e  v e r t i c a l  d e c i s io n -m a k in g  h i e r a r c h y ,  on th e  o t h e r  
h a n d ,  i s  t o  m a in ta in  t h e  autonomy and i n t e g r i t y  o f  t h e  
o r g a n i z a t i o n  as a  s e p a r a t e  e n t i t y .
The o v e r a l l  r e s u l t  o f  such  ’m i n g l i n g ’ o f  o r g a n i z a t i o n s  i s  th e  m a t r ix  
form .
In  a t u r b u l e n t - f i e l d  e n v iro n m en t  t h e r e  i s  th e  v i r t u a l  rem ova l  
o f  any c l e a r - c u t  a r e a s  o f  d e c i s io n -m a k in g  r e s p o n s i b i l i t y .  Thus t h e r e  
a r i s e s  th e  n e e d  f o r  " o r g a n i z a t i o n a l  a d a p t a t i o n  t o  c o m p le x i ty  and 
u n c e r t a i n t y " .  Kingdom c o n s id e r s  two th in g s  a r e  n e c e s s a r y  f o r  o r g a n ­
i z a t i o n a l  a d a p t a t i o n  i n  t h e s e  c i r c u m s ta n c e s .  One i s  an u n d e r s t a n d in g
of the turbulent-field environment and the other is a strategy for 
’active’ rather than ’passive’ adaptation.
DÖ
Passive modes of adaptation, in Emery’s (1967) terms, are 
suggested as being essentially defensive mechanisms in the face of 
complexity and uncertainty. They have been defined as follows:
1. Segmentation: When a situation becomes too complex
for organized, meaningful learning, vertical 
disorganization occurs. This means that the top
and bottom of the organization tend to become increas­
ingly disjointed, and various levels of the organization 
tend to pursue goals according to their individual 
perceptions of reality.
2. Fragmentation: In meeting complexity, ends and means
become confused. Over time, there is a lack of goal 
continuity, particularly during periods of rapid change 
when there is a need to redefine organizational mission.
3. Dissociation: As an organization differentiates to cope
better with complexity, lateral disorganization occurs. 
Thus parts of the organization pursue their own ends 
without respect for the integrative needs of the total 
sys tern.
Active adaptation is a more demanding strategy for an
organization to take in that it involves giving consideration to
future (and unknown) environmental conditions and organizational
mission. In Kingdom’s words:
... an active response not only takes into account 
the initial conditions of an environmental nature but 
also considers the subsequent conditions of the 
organization and the implications that the choice of 
response will have on it. Thus not only is the response 
adaptive to the environment, but also the organization 
is- afforded a greater range of choice for other purpose­
ful goal activities.
Such a process must be an important consideration in 
organizational design - i.e. to look for possibilities of transforming 
a given environment rather than the relatively negative process of 
merely adapting to it. Human values - a response to persisting areas 
of relevant uncertainty (Emery, 1967), should also be considered along 
with organizational philosophies in this context. Kingdom has referred
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to Trist’s (1968) illustration of the relationship between changing 
philosophies and values in the "post industrial society" of most 
advanced countries:
Emphasis changed
Social Pattern
Cultural values
from
Achievement
Self-control
Independence
toward
Self-actualization
Self-expression
Interdependence
Endurance of distress Capacity for joy
Organizational
philosophies
Mechanistic forms Organic forms
Competitive relations Collaborative relations 
Separate objectives Linked objectives
Own resources regarded Own resources regarded 
as owned absolutely as also society’s
He sees as consistent with these changing trends in values 
and philosophies the basic principle of organizational design for a 
self-regulating system as defined by Emery (1967), namely, for a 
population to choose between seeking to enhance its chances of 
survival by strengthening and elaborating special social mechanisms 
of control or by increasing the adaptiveness of its individual members. 
Kingdom claims that the matrix organizational form recognizes both 
strategies. The principle entails the development of effective 
internal decision-making structures to set and reset its functioning, 
and requires the establishment of mechanisms of mutual adjustment 
based upon shared values amongst members. This can be seen to be 
largely in line with the ideas enumerated by Miller and Rice (1967) 
with regard to their "project-type organization". Kingdom looks 
at matrix organization as an attempt, in an abstract way, to ensure 
the survival of the organization as well as of the society concerned. 
He considers the design of the matrix organization to incorporate two
design principles:
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F i r s t ,  i t  i s  a h i e r a r c h y  b a s e d  on a p r i n c i p l e  o f  o r g a n ­
i z a t i o n a l  d e s ig n  a r i s i n g  o u t  o f  econom ic t h e o r y  and f r e e  
e n t e r p r i s e .
Second, th e  m a t r ix  d e s ig n  i s  p a r t  o f  a complex p ro b le m  
s o l v i n g  sy s tem  b a se d  on an o r g a n i z a t i o n a l  p r i n c i p l e  a r i s i n g  
o u t  o f  a  growing te c h n o lo g y  f o r  p r o b le m - s o l v in g ,  som etim es 
r e f e r r e d  t o  as sy s tem s  e n g in e e r i n g .
An i m p o r ta n t  f e a t u r e  i s  t h a t  b o th  p r i n c i p l e s ,  o r  o r g a n i z a t i o n a l  
p u r p o s e s ,  may n o t  a lw ays be in  a c c o rd  -  r a t h e r  th e y  t e n d  to  be  i n  
c o n f l i c t ,  and h e n c e  c o n f l i c t  r e s o l u t i o n  i s  s e e n  as  a  n e c e s s a r y  p a r t  
o f  t h e  m a t r i x  o r g a n i z a t i o n a l  form. These two p r i n c i p l e s  r e q u i r e  two 
o r g a n i z a t i o n a l  s t r u c t u r e s .  Kingdom r e f e r s  t o  them as t h e  f u n c t i o n a l  
s t r u c t u r e  and t h e  p r o j e c t  s t r u c t u r e .
The a p p l i c a t i o n  o f  t h i s  mixed o r g a n i z a t i o n a l  form i s  
p r i m a r i l y  to w ard s  t h e  developm ent o f  a g o a l  which c a n n o t  be  a c c u r a t e l y  
d e s c r i b e d  b e f o r e h a n d .  The n a t u r e  of  t h e  t u r b u l e n t - f i e l d  e n v iro n m e n t  
i s  such  as  t o  p r e c l u d e  any s t r a i g h t - f o r w a r d  d i s c l o s u r e  o f  a c t i v e  
a l t e r n a t i v e s  o r  t h e i r  co n seq u e n c e s .  The r e s p o n s i b i l i t y  f o r  d e a l i n g  
w i th  a c t i o n  to  a c h ie v e  such  an u n c e r t a i n  g o a l  i s  s h a r e d  by  b o th  p r o j e c t  
and f u n c t i o n a l  management. Each f u n c t i o n a l  m anager i s  p r i m a r i l y  
i n v o lv e d  i n  t h e  b e s t  a p p l i c a t i o n  o f  t h e  p a r t i c u l a r  s p e c i a l t y  o f  h i s  
f u n c t i o n  o r  d i s c i p l i n e .  The t o t a l  complex p r o j e c t  r e s u l t s  i n  c o n s i d ­
e r a b l e  i n te r d e p e n d e n c e  be tw een  f u n c t io n s  in v o lv e d  and th e  s u p e r v i s i o n  
o f ' t r a d e - o f f s ' b e tw e e n  f u n c t i o n s  i s  th e  du ty  o f  t h e  p r o j e c t  m anage r ,  
who g e n e r a l l y  must d e f in e  w hat i s  t o  be done. T h is  a u t h o r i t y  r e q u i r e d  
by th e  p r o j e c t  m anager r e s u l t s  in  a ne tw ork  o f  a u t h o r i t y  b e in g  s u p e r ­
im posed on th e  p r e e x i s t i n g  a u t h o r i t y  n e tw o rk s  o f  t h e  f u n c t i o n a l  
h i e r a r c h i e s  i n v o lv e d .
Most o f  t h e  prob lem s in v o lv e d  i n  t h i s  fo rm  o f  complex 
o r g a n i z a t i o n  s tem  from  t h i s  f e a t u r e  o f  a d u a l  o r  m u l t i p l e  a u t h o r i t y
s t r u c t u r e  f o r  each  i n d i v i d u a l .
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F o r  t h e  p e o p le  working i n  a m a t r ix  o r g a n i z a t i o n  which 
h a d  many p r o j e c t s  go ing  a t  any one t im e ,  t h e  r e s u l t  co u ld  
be  and  f r e q u e n t l y  was, c h a o t i c .  Alm ost s i m u l t a n e o u s l y ,  
anyone i n  t h e  o r g a n i z a t i o n  c o u ld  be  w o rk in g  i n  a  number o f  
s u b o r g a n i z a t i o n  p r o j e c t  s t r u c t u r e s  and i n  th e  main f u n c t i o n a l  
s t r u c t u r e .  I t  i s  n o t  easy  f o r  anyone who i s  accus tom ed  to  a 
s im p le  h i e r a r c h i a l  s t r u c t u r e  to  work i n  t h i s  ty p e  o f  o r g a n ­
i z a t i o n .
Kingdom (1973)
A n o th e r  f e a t u r e  o f  m a t r ix  o r g a n i z a t i o n  where h i g h l y  t e c h n i c a l  
s p e c i a l t i e s  a r e  i n v o lv e d  i s  th e  c o n s id e r a b l e  d e g re e  o f  p a r t i c i p a t i o n  
r e q u i r e d  by e m p lo y ees .  T h is  can be an a d d i t i o n a l  c o m p l i c a t in g  f a c t o r  
i n  o v e r a l l  management, r e q u i r i n g  i n  Kingdom 's w o rd s ,  "an  e n l i g h t e n e d  
b r e e d  o f  m an a g e r" .  W hile h o l d in g  r e s p o n s i b i l i t y  f o r  t h e  r e s u l t s ,  
l a r g e l y  i n n o v a t i v e ,  p roduced  by h i s  team , he i s  d ep en d en t  on t h e i r  
p a r t i c i p a t i o n  and must have  f a i t h  i n  t h e i r  c h o ic e  o f  t h e  b e s t  
a p p ro a c h e s  t o  a l t e r n a t i v e s  i n  t h e  h i g h ly  t e c h n i c a l  p rob lem s commonly 
in v o I v e d .
C o n s id e r in g  t h a t  t u r b u l e n t - f i e l d  e n v i ro n m e n ts  h a v e  had  t h e i r  
m a jo r  im p a c t  on o r g a n i z a t i o n a l  developm ent f o r  l i t t l e  more th a n  a 
d e c a d e ,  i t  i s  n o t  s u r p r i s i n g  that methods of c o n t r o l  i n  m a t r i x  o r g a n ­
i z a t i o n  s h o u ld  s t i l l  be  w a n t in g .  Kingdom s u g g e s t s  t h a t  t h e  t r a d i t i o n ­
a l l y  a c c e p te d  c o n c e p ts  o f  h i e r a r c h i c a l l y  s t r u c t u r e d  o r g a n i z a t i o n s  a r e  
no lo n g e r  v i a b l e  i n  t h i s  c o n te x t .  Emery and T r i s t  (1965) c o n s id e r  t h a t  
t h e  u se  o f  t h e  m a t r i x  form o f  o r g a n i z a t i o n  h e l p s  t o  t r a n s f o r m  th e  
t u r b u l e n t  e n v i ro n m e n t  i n t o  th e  more s i m p l i f i e d  c l u s t e r e d  o r  d i s t u r b e d -  
r e a c t i o n  ty p e s  o f  e n v iro n m e n t  which we have  m e n t io n e d  p r e v i o u s l y .
By so  d o in g ,  t h e  i n d i v i d u a l  o r g a n i z a t i o n s ,  i n  a  t r a n s f o r m e d  e n v i ro n m e n t ,  
w i l l  s t i l l  b e  a b le  to  a c h ie v e  t h e i r  own r e q u i r e d  d e g re e  o f  s t a b i l i t y .  
T h is  p r o c e s s  h a s  been  p i c t u r e d  by Kingdom (1 9 7 3 ) ,  as an expanded  
d e c is io n -m a k in g  p r o c e s s  as shown in  F ig u r e  7 . I t  i n v o lv e s  a s p l i t  
i n  f u n c t i o n s  b e tw e en  o r g a n i z a t i o n a l  p u rp o se s  t h a t  h a s  th e  e f f e c t  o f  
r e d u c in g  e n v i r o n m e n ta l  u n c e r t a i n t y ,  a p r e r e q u i s i t e  f o r  th e  seco n d
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stage or organizational purpose. The functions and purpose of the
two stages are as follows:
Structure Function Purpose
Project structure Reduction of 
uncertainty
Transformation of
turbulent environment
Functional structure Assessment and con- Achievement of stability
tainment of risk within the transformed
environment by strategies 
and operational and 
tactical decisions.
RESEARCH ORGANIZATIONS
"The primary task of research work is the creation of know­
ledge" Miller and Rice (1967). Thus the basic intake is seen to be questions 
This leads to a primary characteristic of research institutions which is 
that they have a strong tendency to generate their own intake. This 
characteristic can be seen as leading towards the formation of a 
relatively closed system, and intakes from the environment tend to be 
crowded out by the self-generated questions. Such a tendency creates 
problems for a number of reasons. In the first place the nature of 
research institutions is such that they depend for their maintenance 
and support on a sponsoring entity in the environment, and hence must 
be expected to operate as an open system. Without the exposure to 
relevant parts of the environment the capacity for creative problem 
solving will diminish. A common problem to all research institutions 
would seem to be: "to steer between the Scylla of creative research
activities that are irrelevant, and the Charybdis of relevant research 
activities that are uncreative." Miller and Rice (1967). The nature 
of the flow of work in a typical research enterprise is illustrated 
in Figure 8.
Resources and Constraints in Research
The resources required for task performance in the research 
organization are human and physical. The former is of primary
o ^
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im p o r ta n c e  b e c a u s e  o f  i t s  s p e c i a l i s t  n a tu r e  -  s c i e n t i s t s  and t e c h ­
n i c i a n s .  The l a t t e r  i s  composed o f  sp ace  e . g .  l a b o r a t o r i e s ,  p lu s  
e qu ipm en t  and  s u p p l i e s .
The m ajo r  c o n s t r a i n t s  on r e s e a r c h  work a r e  th e  c a p a c i t y  
an d  a v a i l a b i l i t y  o f  t h e s e  r e s o u r c e s ,  and o f  t im e ,  money, and th e  
s o c i a l  and  l e g a l  c o n d i t i o n s  o f  th e  e n v iro n m e n t .
R e s e a rc h  e n t e r p r i s e s  v a ry  i n  t h e i r  dependence  upon th e  
e n v i r o n m e n t ,  y e t  a l l  must f e e l  th e  e f f e c t s  o f  econom ic  s o c i a l  and 
l e g a l  c o n s t r a i n t s .  The e f f e c t s  w i l l  be f e l t  p a r t i c u l a r l y  i n  t h e  
n a t u r e  and e x t e n t  o f  i n t a k e s  and o u t p u t s .  C o n t r o l  o v e r  r e s e a r c h  
a c t i v i t i e s  by th e  e n v iro n m e n t  can  be c o n s id e r e d  i n  te rm s  o f  t h e  
n a t u r e  o f  p r o t e c t i o n  w hich a r e s e a r c h  i n s t i t u t i o n  can  g iv e  to  i t s  
members and t h e i r  w ork . M i l l e r  and Rice (1967) h av e  r e c o g n iz e d  
t h r e e  l e v e l s  o f  p r o t e c t i o n :
(a)  Com plete : i n  t h i s  c a se  th e  p ro b le m  i s  a d e q u a te ly
f o r m u la t e d ,  t h e r e  a r e  no r e s t r i c t i o n s  on e x p e r i m e n t a l  
m a t e r i a l s  and no c o n s t r a i n t s  im posed  by th e  s o u rc e  o f  
d a ta  o r  th e  e n v iro n m en t  on th e  p u b l i c a t i o n  o f  r e s u l t s .
(b) L im i te d :  h e r e  th e  p rob lem  may be a d e q u a te ly  fo rm u la te d
b u t  a c c e s s  t o  d a t a  i s  s u b j e c t  to  e n v i r o n m e n ta l  c o n t r o l  
and  p u b l i c a t i o n  i s  dependen t  upon a c c e p ta n c e  by  th e  
r e l e v a n t  p a r t s  o f  th e  e n v iro n m e n t .
(c)  P r o f e s s i o n a l :  i n  t h i s  c l a s s  th e  p ro b le m  i s  on ly
p a r t i a l l y  d e f in e d  and a c c e s s  to  d a t a  i s  s u b j e c t  t o  
s t r i n g e n t  c o n d i t i o n s .  P u b l i c a t i o n  i s  s u b j e c t  t o  
c l e a r a n c e  from  th e  so u rc e  o f  d a t a .  R e se a rc h  w o rk e rs  
i n v o lv e d  m ust be p r e p a r e d  to  a c c e p t  p r o f e s s i o n a l  
r e s p o n s i b i l i t y  f o r  th e  r e s u l t s  o r  t h e i r  c o n s e q u e n c e s .
A R e se a rc h  O r g a n iz a t io n  Model
While t h e r e  a r e  many i n d e f i n i t e  f e a t u r e s  o f  an o r g a n i z a t i o n  
a d a p te d  to  a  r e s e a r c h  i n s t i t u t i o n  a l a r g e  p a r t  o f  t h e  im p o r ta n c e  
which M i l l e r  and  R ice  p l a c e  on t h i s  type  o f  o r g a n i z a t i o n  must be 
l a r g e l y  due to  i t s  f l e x i b i l i t y .  As i n d i c a t e d  above th e  b a s i c  
f e a t u r e s  o f  any o r g a n i z a t i o n  -  b a s e d  on th e  i m p o r t - c o n v e r s i o n - e x p o r t  
sy s te m  ap p ro ach  d e v e lo p e d  as  a means of a n a ly s i n g  and m o d e l l in g
organizations - are present here. The temporary or transitional 
nature to which it is fitted lend it to adaptation to meet any 
organizational task. Thus it is readily conceived of as being a 
basic organizational form.
The boundaries between import, conversion and export 
systems in a research enterprise are difficult to define, hence 
much of the control of import and export processes is likely to 
be included in an undifferentiated conversion system. Within the 
conversion system the boundaries of operating systems are determined 
by the technical conditions necessary to answer a question or solve 
a particular problem. These boundaries will be reinforced by 
territorial differentiation if data occurs in specific places, and 
by time differentiation, if data is to be taken at specific intervals 
for example.
When the solution to any question is found (assuming it can 
be found) the operating system involved ceases to exist and the groups 
of scientists and equipment which were involved must disperse, to 
reform for another task. This factor necessitates that firstly the 
form of the organization be technologically determined and secondly 
that it be flexible. This is the nature of the "project-type organ­
ization" .
Within this type of organization, as commonly employed in 
research institutions, a form of segregation of projects into 
'programmes’ is commonly practiced. A programme may be defined as a 
group of projects sufficiently discrete to permit being separately 
led, but sufficiently close to be parts of a larger integrated 
'programme' under common leadership.
In Figure 9 the pattern of management for a research organ­
ization has been illustrated, using the simplified diagram previously
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d e v e lo p e d  i n  F ig u r e s  5 and  6 .  Each b o x  must be  t a k e n  to  r e p r e s e n t  
v a r i o u s  management and l e a d e r s h i p  a c t i v i t i e s  n o t  n e c e s s a r i l y  an 
i n d i v i d u a l ,  and  an i n d i v i d u a l  may p a r t i c i p a t e  i n  more th a n  one 
a c t i v i t y .  Thus i n s t i t u t i o n a l  management may c o n s i s t  o f  an i n d i v i d u a l ,  
who may have  t h i s  as  h i s  s o l e  o r  m ajor  r e s p o n s i b i l i t y ,  o r  o f  some o r  
a l l  o f  th e  p r o j e c t  and programme l e a d e r s .  W hile f u r t h e r  s u b d i v i s i o n ,  
i . e .  w i t h i n  p r o j e c t s ,  i s  p o s s i b l e  th e  p r o l i f e r a t i o n  o f  l e v e l s  o f  
management th u s  c r e a t e d  would n o t  on ly  r e d u c e  o r g a n i z a t i o n a l  f l e x ­
i b i l i t y ,  b u t  a l s o  t e n d  t o  be i n c o n s i s t e n t  w i th  t h e  a c c e p te d  e g a l i t a r i a n  
c u l t u r e  o f  s c i e n t i f i c  r e s e a r c h .
The o r g a n i z a t i o n a l  s t r u c t u r e  as  i l l u s t r a t e d  i n  F ig u r e  9 i s  
r e c o g n i s e d  as  h a v in g  i t s  p ro b le m s .  I f  p r o j e c t s  a r e ,  as l i k e l y ,  m u l t i ­
d i s c i p l i n a r y  i n  n a t u r e ,  i n d i v i d u a l  s c i e n t i s t s  can become a c a d e m ic a l ly  
i s o l a t e d .  R a th e r  th a n  have  th e  emergence o f  i n f o r m a l  g roups  t h e  
o r g a n i z a t i o n  may p r o v id e  f o r  i n s t i t u t i o n a l i z e d  and  s t a b l e  s e n t i e n t  
g r o u p s .  T h is  i s  d e a l t  w i th  i n  th e  f o l l o w in g  s e c t i o n .
M anaging System s i n  t h e  Model Research O r g a n iz a t i o n
The p r im a ry  t a s k  o f  t h e  managing sy s te m  i s  t o  c o n t r o l  th e  
i n t e r n a l  e n v iro n m en t  and i t s  t r a n s a c t i o n s  w i th  t h e  e x t e r n a l  e n v i r o n -  
n e n t  i n  o r d e r  t o  m aximize t h e  pe rfo rm ance  o f  t h e  o r g a n i z a t i o n ’s 
r e s e a r c h  s t a f f .  I t  i s  u s u a l l y  an added n e c e s s i t y  f o r  management t o  
e n s u re  t h e  r e l e v a n t  p a r t s  o f  t h e  e x t e r n a l  e n v iro n m e n t  a r e  s a t i s f i e d  
so  as  t o  e n s u re  c o n t i n u a t i o n  o f  s u p p o r t  from b o th  f i n a n c i a l  and 
s c i e n t i f i c  a u t h o r i t i e s .
I n t e r n a l l y ,  t h e  managing sy s tem  h a s  t o  c o n t r o l ,  c o - o r d i n a t e  
and s e r v i c e  t h e  o p e r a t i n g  sy s tem s  and p r o v id e  r e s o u r c e s  s o  a s  t o  
match i n t e r n a l  and  e x t e r n a l  r e q u i r e m e n ts .  But t h e  m ajo r  i n t e r n a l  
p ro b lem  i s  t o  s e c u r e  f l e x i b i l i t y  o f  th e  o p e r a t i n g  sy s tem s  -  
a s s e m b l in g  a p p r o p r i a t e  s c i e n t i s t s  and equ ipm en t  f o r  each  p r o j e c t  and 
d i s p e r s i n g  them as  e a ch  p r o j e c t  i s  co m p le ted .
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Obviously the organization itself should facilitate the 
disbanding and reforming of programme and project groups and their 
equipment, while at the same time providing for the maintenance of 
scientific skills.
Miller and Rice (1967) suggest that an institution should 
provide specialist ’bases’ to which every scientist will have an 
affiliation (dependent upon his particular speciality) no matter 
what programme or project he is connected with from time to time 
(i.e. various task groups). The base is thus to provide the essential 
sentient group which will have a characteristic of permanence, in 
contrast to the various task groups. By providing such bases, the 
research institution is able to incorporate some of the commitment 
that would otherwise belong to external scientific and professional 
associations. Science-centred leadership is thus incorporated as a 
compliment to problem-centred management. Figure 10 illustrates this 
feature.
As in Figure 9 the boxes in the diagram indicate activities 
rather than individuals. However it is noted that normal expectation 
is that each box represents a role to be filled by one individual, as 
his only or at least principal role. In scientific research this 
expectation is reinforced by the tradition that ’management’ should be 
in the hands of an eminent scientists. Commonly the staff of an 
institution is built around such a person, and its reputation is 
accordingly highly personalized.
The role of the eminent scientist-cum-manager is such that 
the longer he holds this role the less personal and direct contribution 
he can make to the creative thinking of his speciality, and the more 
out of touch he is likely to be with the thinking and work of his 
’subordinates’.
c £Z
C
a> i)
70
A s s o c ia t e d  c l o s e l y  w i th  t h i s  p ro b le m  i s  t h a t  o f  a l l  d e c i s i o n ­
making i n  r e s p e c t  t o  t h e  s c i e n t i f i c  and  p r a c t i c a l  v a lu e  o f  r e s e a r c h  
p r o j e c t s .  T hree  p o s s i b i l i t i e s  a r e  a v a i l a b l e :
1. ju d g m en ts  made by one man l e a d e r s h i p ;
2 . ju d g m e n ts  made by  a team c o n t a i n i n g ,  from  th e  h i g h e s t  
l e v e l s ,  r e p r e s e n t a t i v e s  o f  a l l  n e c e s s a r y  d i s c i p l i n e s ;
3. i n v o l v i n g  a l l  s c i e n t i f i c  s t a f f  i n  t h e  d e c is io n -m a k in g  
p r o c e s s  o f  th e  i n s t i t u t i o n .
Of t h e s e  p o s s i b i l i t i e s  th e  f i r s t  becomes l e s s  a p p r o p r i a t e  as  s c i e n t i f i c  
know ledge e x p a n d s ,  t e c h n iq u e s  become more s p e c i a l i z e d  and a s  t h e  c o s t  
o f  s t a f f  and eq u ip m e n t  i n c r e a s e s .  The seco n d  p o s s i b i l i t y ,  a  d i r e c t o r ­
a t e ,  can h a v e  s i m i l a r  p r o b le m s ,  g iven  th e  m u l t i t u d e  o f  s p e c i a l i z a t i o n s  
i n  t o d a y ' s  s c i e n t i f i c  w o r ld .  The t h i r d  p o s s i b i l i t y ,  b a s e d  on s c i e n t i f i c  
e g a l i t a r i a n i s m ,  d e n ie s  t h e  f a c t  o f  i n e q u a l i t y  i n  i n d i v i d u a l  com petence  
to  make ju g em e n ts  a b o u t  t h e i r  own and o t h e r ' s  w ork . I t  i s  a  f a c t  
t h a t  many c r e a t i v e  s c i e n t i s t s  a r e  n o t  s u f f i c i e n t l y  i n t e r e s t e d  i n  th e  
work o f  o t h e r s  t o  w ish  t o  be c o n cern ed  w i th  t h e i r  a d m i n i s t r a t i v e  
p ro b le m s .  F o r  t h i s  r e a s o n  th e  im p le m e n ta t io n  o f  t h e  t h i r d  m ethod 
m igh t l e a d  e i t h e r  t o  th e  growth o f  a d i f f e r e n t i a t e d ,  u n c o - o r d i n a t e d  
s e r i e s  o f  autonom ous s u b - i n s t i t u t i o n s  o r  to  a n a rc h y .
The n a t u r e  o f  d e c is io n -m a k in g  p r o c e s s e s  f o r  management i n  
r e s e a r c h  i n s t i t u t i o n s ,  a l th o u g h  c o lo u re d  by t h e  t e c h n i c a l  and m o ra l  
v a lu e s  o f  ' r e s e a r c h ' ,  h a s  much i n  common w i th  d e c i s io n - m a k in g  i n  any 
o r g a n i z a t i o n  w here  th e  e f f i c i e n t  use  o f  r e s o u r c e s  i s  c o n c e rn e d .
W hether o r  n o t  management i s  i n  t h e  hands o f  one man o r  o f  a group 
w i l l  t e n d  t o  be a  l o c a l  d e c i s i o n .
M i l l e r  and R ice  (1967) have n o te d  a p a r t i c u l a r  p ro b le m  
a s s o c i a t e d  w i th  management o f  r e s e a r c h  i n s t i t u t i o n s .  The c h a n g e -  
p r o d u c in g  p r o c e s s  o f  r e s e a r c h  te n d s  to  l e a v e  b e h in d  th e  p e o p le  who 
i n i t i a t e  t h e  p r o c e s s e s .  They c o n s id e r  t h a t  r e s e a r c h  i n s t i t u t i o n s  
s h o u ld  have  o r g a n i z a t i o n a l  mechanisms w hereby t h e i r  l e a d e r s  can  be
changed  w i th o u t  damage to  th e  i n s t i t u t i o n ,  and  w i th  as l i t t l e  
damage as  p o s s i b l e  t o  t h e  l e a d e r s  co n cern ed .
PART 2
O R G A N I Z A T I O N S  I N  FORESTRY
CHAPTER FIVE
ANALYSING THE ORGANIZATION
H aving  r e v ie w e d  th e  s o c io l o g y  o f  o r g a n i z a t i o n s ,  and  ta k e n  
n o te  o f  some m odem  t r e n d s  i n  s o c i o l o g i c a l  th o u g h t  which r e l a t e  to  
th e  d e s ig n  o f  o r g a n i z a t i o n s ,  i t  i s  t h e  o b j e c t  o f  t h i s  and s u b s e q u e n t  
c h a p t e r s  t o  r e l a t e  t h o s e  i d e a s  t o  th e  t y p i c a l  f o r e s t  s e r v i c e  o rg a n ­
i z a t i o n .  In  d o in g  t h i s  i t  w i l l  be  c o n v e n ie n t  t o  draw exam ples  where 
n e c e s s a r y  from  th e  f o r e s t  s e r v i c e s  o f  A u s t r a l i a  and  i t s  t e r r i t o r i e s .  
T here  i s  however a  com m onali ty  among f o r e s t  s e r v i c e  o r g a n i z a t i o n s  
which i s  i n t e r n a t i o n a l  i n  i t s  e x t e n t .  The p r o f e s s i o n  o f  f o r e s t r y  
i s  th e  u n i f y i n g  f e a t u r e ,  w i t h  t a s k s  and e t h i c s  w hich  v a ry  l i t t l e  
be tw een  n a t i o n s .  F o r  t h i s  r e a s o n  c o n c lu s i o n s  drawn i n  t h i s  a n a l y s i s  
a r e  c o n s id e r e d  to  be g e n e r a l  i n  n a t u r e .
U s ing  th e  sy s te m s  c o n c ep t  o f  o r g a n i z a t i o n s  as a p p l i e d  by 
M i l l e r  and R ice  (1967) a s  o u t l i n e d  in  C h a p te r  3, th e  s t r u c t u r e  o f  an 
o r g a n i z a t i o n  w i l l  be  d e v e lo p e d  a ro u n d  i t s  p r im a ry  t a s k .  W hile a 
l a r g e  f o r e s t  s e r v i c e  w i l l  have  a numerous and  d i v e r s e  a r r a y  o f  t a s k s  
th e  c h a r t e r  o r  b a s i c  g o a l  o f  most f o r e s t  s e r v i c e  o r g a n i z a t i o n s  makes 
t h e  p r im a ry  t a s k  an  e a s y  one to  d e f i n e .  The n a t u r e  o f  th e  i m p o r t ,  
c o n v e r s io n  and e x p o r t  f u n c t i o n s  a s s o c i a t e d  w i th  t h i s  p r im a ry  t a s k  
a r e  i l l u s t r a t e d  i n  F i g u r e  11.

In the typical social and political environment of western 
economies, a forest service is set up to provide for the allocation 
of that society's forest resources. In a broad sense, the process 
of allocation can be considered to cover such aspects of long term 
responsibility for resource allocation as conservation and protection 
of these resources, and this is the usual case in practice. The term 
'management' in its broadest sense can be used to cover this range 
of tasks.
In this way public forestry authorities are established 
'between' a society and its forest resources. It becomes the task 
of the forest service to locate, define and acquire as necessary this 
forest resource and such tasks form the 'import functions' of the 
forest service organization. Having acquired appropriate parts of 
the forest resource, various management processes are usually pre­
scribed in order to bring these to a condition most suitable for 
allocation to society at large, and these form the 'conversion 
functions' of the organization. Finally the actual allocation in the 
form required by society constitutes the major 'export function'.
Such a concept can be seen to lead readily to a paternalistic attitude 
of the organization towards society which it serves. This in itself 
can be a source of stress to the organization.
THE ORGANIZATIONAL ENVIRONMENT
A forest service environment will be created by those 
individuals and organizations with which it must interact in the 
course of attaining its organizational goals. This interaction will 
be influenced by the customs and laws of the society concerned, 
particularly as they relate to land use.
I t  i s  p o s s i b l e  t o  i d e n t i f y  two forms o f  e n v i r o n m e n ta l  
i n f l u e n c e ,  d e p e n d in g  on w h e th e r  t h e i r  m a jo r  e f f e c t  i s  t o  a c t  e x t e r n a l l y  
o r  i n t e r n a l l y  on th e  f o r e s t  s e r v i c e  o r g a n i z a t i o n .  Both p l a y  a r o l e  i n  
d e t e r m i n in g  th e  manner i n  which th e  o r g a n i z a t i o n  d e v e lo p s  s t r u c t u r a l l y .  
E x t e r n a l l y  O p e r a t in g  I n f l u e n c e s
Such i n f l u e n c e s  a r e  s e e n  as th o s e  w i th  w hich th e  o r g a n ­
i z a t i o n  m ust i n t e r a c t  i n  th e  c o u rs e  o f  c o n d u c t in g  i t s  ’ i m p o r t '  and 
’e x p o r t ’ f u n c t i o n s .  ^
A t h i r d  e le m en t  among th e  e x t e r n a l l y  a c t i n g  e n v i r o n m e n ta l  
i n f l u e n c e s  i s  t h a t  d e a l i n g  w i th  g e n e r a l  p o l i c y  c o n s i d e r a t i o n s  and 
th e  c o - o r d i n a t i o n  o f  t h e  f o r e s t  s e r v i c e  a c t i v i t i e s  w i th  o t h e r  f u n c t i o n s  
o f  t h e  p a r e n t  o r g a n i z a t i o n .
The 'I m p o r t '  F u n c tio n s
The n a t u r e  o f  a  f o r e s t  s e r v i c e  o r g a n i z a t i o n ' s  in v o lv e m e n t  
w i th  a s o c i e t y ' s  n a t u r a l  r e s o u r c e s  o f  f o r e s t e d  l a n d  depends to  a  l a r g e  
e x t e n t  on th e  la n d  ow nersh ip  p a t t e r n  o f  t h e  comm unity. In  o b t a i n i n g  
l a n d  f o r  i t s  p u rp o s e s  th e  f o r e s t  s e r v i c e  must compete w i th  o t h e r  l a n d  
u s e r s .
I f  t h e  s i t u a t i o n  i s  such  t h a t  l a n d  i s  p r i m a r i l y  v e s t e d  i n  
n a t i o n a l  o r  crown ow nersh ip  ( p u b l i c  o w n e r s h ip ) ,  i n i t i a l l y  a l l o c a t i o n  
o f  l a n d  f o r  f o r e s t r y  p u rp o se s  must be r e s o l v e d  by n e g o t i a t i o n  be tw een  
th e  v a r i o u s  l a n d  a u t h o r i t i e s  o f  t h e  g overnm en t.  In  th e  c o u rs e  o f  
t im e  t h e  n e e d s  o f  s o c i e t y  w i th  r e s p e c t  t o  l a n d  u t i l i z a t i o n  may change 
b u t  b e c a u s e  o f  th e  l e n g th y  i n t e r v a l s  o f  t im e  w hich  t e n d  t o  o c c u r  be tw een  
n e g o t i a t i o n s  t h i s  p r o c e s s  can be  r e g a r d e d  as a  d i s c o n t in u o u s  one .
1 As th e  f i r s t  o f  t h e s e  i s  d i r e c t l y  r e l a t e d  t o  p r im a ry  i n d u s t r y  
and th e  s e c o n d  i s  l a r g e l y  c o n c e rn e d  w i th  s e c o n d a ry  i n d u s t r y ,  
t h i s  v iew  o f  th e  f o r e s t  s e r v i c e  o r g a n i z a t i o n  s e r v e s  t o  p l a c e  th e  
f o r e s t  s e r v i c e ,  c o n c e p t u a l l y ,  i n  i t s  econom ic  r o l e  i n  th e  community.
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When l a n d  ow nersh ip  i s  p r i m a r i l y  v e s t e d  i n  t r a d i t i o n a l  o r  
c u s to m a ry  t i t l e ,  e i t h e r  i n d i v i d u a l  o r  group ( p r i v a t e  o w n e r s h ip ) ,  
t h e  means by w hich a f o r e s t  s e r v i c e  must a c q u i r e  l a n d  w i l l  b e  d i f f e r e n t .
The u s u a l  s i t u a t i o n  w i th  w hich a f o r e s t  s e r v i c e  i s  f a c e d  i s  
a  c o m b in a t io n  o f  b o th  p u b l i c  and p r i v a t e  o w n e rs h ip .
The 'E x p o r t’ Functions
The a l l o c a t i o n  o f  f o r e s t  r e s o u r c e s  w i l l  r e q u i r e  an i n v o l v e ­
ment w i th  th o s e  o r g a n i z a t i o n s  f o r  which f o r e s t  p r o d u c t s  a r e  t h e  i n p u t  
o r  raw m a t e r i a l  f o r  c o n v e r s io n  t o  th e  p r o d u c t s  s o u g h t  by s o c i e t y .
The r e g u l a t i o n  o f  such  r e s o u r c e  a l l o c a t i o n ,  b e c a u s e  o f  i t s  i n f l u e n c e  
on th e  o v e r a l l  economy, may be s h a r e d  by a u t h o r i t i e s  o t h e r  th a n  th e  
f o r e s t  s e r v i c e .  Such a u t h o r i t i e s  w i l l  t h e r e f o r e  c o n s t i t u t e  p a r t  o f  
t h e  f o r e s t  s e r v i c e  e n v iro n m e n t  a s  w e l l  as t h o s e  o r g a n i z a t i o n s  t o  which 
r e s o u r c e s  a r e  a l l o c a t e d  o r  who s e e k  an a l l o c a t i o n .
S tr u c tu r a l  E f f e c t s
W hile t h e r e  w i l l  be l o c a l i z e d  e f f e c t s  i n  t h e  e n v i r o n m e n t ,  
t h e  o r g a n i z a t i o n s  w i t h  which a f o r e s t  s e r v i c e  i s  i n v o lv e d  i n  b o th  
t h e  a c q u i s i t i o n  and a l l o c a t i o n  o f  f o r e s t  r e s o u r c e s ,  a s  w e l l  as i n  
t h e  d e t e r m i n a t i o n  o f  p o l i c y  m a t t e r s ,  w i l l  have  t h e i r  p r i n c i p a l  e f f e c t  
on th e  f o r e s t  s e r v i c e  o r g a n i z a t i o n  a t  t h e  h e a d q u a r t e r s  o r  e x e c u t iv e  
l e v e l .  W hile a c q u i s i t i o n  and a l l o c a t i o n  a r e  l i k e l y  t o  be h a n d le d  by 
d i f f e r e n t  f u n c t i o n a l  e le m e n ts  o f  th e  o r g a n i z a t i o n ,  th e  im p o r ta n c e  o f  
b o th  t o  th e  p r im a ry  t a s k  o f  a f o r e s t  s e r v i c e  w i l l  e n s u r e  t h a t  t h e i r  
im p le m e n ta t io n  i s  c l o s e l y  a s s o c i a t e d  w i t h  th e  p o l i c y  s e t t i n g  l e v e l  
o f  th e  o r g a n i z a t i o n .
F o r  t h i s  r e a s o n  we can  f o r s e e  t h a t  t h e  e x t e r n a l l y  o p e r a t i n g  
e n v i r o n m e n ta l  i n f l u e n c e s  w i l l  have  an e f f e c t  on th e  s t r u c t u r a l  
deve lopm en t o f  a f o r e s t  s e r v i c e  o r g a n i z a t i o n  which i s  n o t  o n ly  s m a l l  
i n  r e l a t i o n  to  i t s  im p o r ta n c e ,  b u t  t h a t  l i t t l e  v a r i a t i o n  i n  s t r u c t u r a l  
form be tw een  s e r v i c e s  i s  l i k e l y  i n  th e  c o n te x t  o f  t h e s e  i n f l u e n c e s .
Internally Operating Influences
The environmental influences which act mainly internally 
are those associated with the physical resources controlled by the 
forest service, their nature and distribution.
The physical resources can be seen to vary in a number of 
ways. The most obvious variation is that related to geographical 
distribution - climatic and soil variations will not only produce 
differing forests but require differing management techniques.
Within a given area land use categories will depend on 
the cultural and economic status of the society concerned, and these 
categories will thus tend to change with time. The economic status 
of the area involved will dictate the intensity with which various 
land use categories are managed.
Structural Effects
Variation in extent of resource type and in the degree of 
intensity of management required in different areas of a forest service' 
domain will lead to varying degrees of functional specialization in 
order to perform the management tasks most efficiently. Therefore 
these variables will lead to structural developments of organizations 
which will vary from forest service to forest service.
It is this area of organizational structure development which 
thus shows the greatest variation between forest services. However, 
because each has had an independent and somewhat different political 
origin there would likely be differences in structural solutions even 
in the instance of the physical attributes of the forest resource 
being identical, which of course does not occur.
The differences between forest service organizations are 
so complex in their origin that it would be very difficult to explain 
them. And remembering Tom Bums' warning (page 11) it would seem of
limited value to compare one with another in the hope of finding a 
better solution to a particular management problem. While it is of 
interest to look at the various organizations developed it is likely 
to be more rewarding to examine the needs of any particular organization 
for change in the light of sociological thought, a detailed knowledge 
of the task involved and the environmental influences under which it
is to be carried out.
CHAPTER SIX
ENVIRONMENTAL VARIABLES OF AUSTRALIAN FOREST SERVICES
A u s t r a l i a n  f o r e s t  s e r v i c e s ,  i n  common w i th  m ost i n s t i t u t i o n s  
i n  t h i s  c o u n t r y ,  draw much from t h e i r  common h e r i t a g e  o f  cu s tom  and 
c u l t u r e  -  b a s i c l y  t h a t  o f  t h e  c o l o n i z i n g  n a t i o n ,  G re a t  B r i t a i n .  I t  
s h o u ld  be  n o t e d  how ever t h a t  t h e  i d e o lo g y  o f  f o r e s t  s e r v i c e s  i n  
A u s t r a l i a  h a s  p o s s i b l y  more r e l a t i o n s h i p  t o  t h e  f o r e s t r y  t r a d i t i o n s  o f  
o t h e r  European  c o u n t r i e s  and th e  U n i te d  S t a t e s  o f  A m erica .
The f o rm a t io n  o f  th e  m a jo r  f o r e s t  s e r v i c e s  i n  A u s t r a l i a  ( in  
th e  p u b l i c  s p h e r e )  h a s  been  i n f l u e n c e d  by th e  p o l i t i c a l  d e ve lopm en t o f  
t h e  f e d e r a t i o n  o f  s t a t e s .  The d i v i s i o n  o f  powers f o l l o w in g  f e d e r a t i o n  
r e s u l t e d  i n  t h e  s t a t e s  r e t a i n i n g  c o n t r o l  o f  t h e i r  f o r e s t  r e s o u r c e s  
w h i le  t h e  n a t i o n a l  governm ent assumed r e s p o n s i b i l i t y  f o r  f o r e s t r y  
m a t t e r s  o f  n a t i o n a l  s i g n i f i c a n c e . ^  A lso  l e f t  to  th e  f e d e r a l  governm ent 
was th e  r e s p o n s i b i l i t y  o f  o r g a n i z i n g  f o r e s t r y  a d m i n i s t r a t i o n  i n  A u s t r a l i a n  
t e r r i t o r i e s .  The r e s u l t  h as  been  t h a t  i n  th e  s p h e r e  o f  A u s t r a l i a n  i n f l u ­
en ce  we now have  s i x  s e p a r a t e  s t a t e  s e r v i c e s ,  two t e r r i t o r i a l  s e r v i c e s ,
and  a n a t i o n a l  f o r e s t r y  a u t h o r i t y  -  a  t o t a l  o f  n i n e  s e p a r a t e l y  c o n s t i t -
2
u te d  f o r e s t r y  o r g a n i z a t i o n s .
1 These a s p e c t s  w ere  p r i m a r i l y  th o s e  o f  c e r t a i n  a s p e c t s  o f  i n t e r n a t ­
i o n a l  t r a d e ,  f o r e s t  r e s e a r c h  and p r o f e s s i o n a l  t r a i n i n g .
2 (a)  The f o r e s t  s e r v i c e  o f  new ly  in d e p e n d e n t  Papua New G uinea ,  
was f o rm e r ly  i n  t h i s  c a t e g o r y ,  and i s  s t i l l  s t r o n g l y  u n d e r  
A u s t r a l i a n  i n f l u e n c e  I n  i t s  o r g a n i z a t i o n a l  s t r u c t u r e .
(b) The n a t i o n a l  f o r e s t r y  a u t h o r i t y ,  th e  F o r e s t r y  and T im ber 
B u reau , w h i l e  r e t a i n i n g  i t s  p r im a ry  f u n c t i o n  o f  c o - o r d i n a t i n g  
F o r e s t  P o l i c y ,  i n  p a r t i c u l a r  w i th  r e g a r d  t o  i n t e r n a t i o n a l  t r a d e  
i s s u e s ,  a t  t h e  n a t i o n a l  l e v e l ,  h a s  b een  g r e a t l y  r e d u c e d  i n  i t s  
c o m p le x i ty  o v e r  t h e  p a s t  d e c ad e .  The p r o f e s s i o n a l  t e a c h i n g  
r e s p o n s i b i l i t y  p a s s e d  to  t h e  A u s t r a l i a n  N a t i o n a l  U n i v e r s i t y  i n  
1965, and  in  1975 th e  f o r e s t  r e s e a r c h  component was t r a n s f e r r e d  
to  CSIRO.
In  a d d i t i o n  to  th e  governm ent s p o n s o re d  f o r e s t  s e r v i c e s  we 
have  i n  A u s t r a l i a  one l a r g e  and s e v e r a l  s m a l l e r  p r i v a t e  f o r e s t r y  
o r g a n i z a t i o n s .  T hese , i n  common w i th  t h e  governm ent f o r e s t  s e r v i c e s ,  
a r e  a l l  p a r t  o f ,  and hence  s u b s e r v i e n t  t o ,  l a r g e r  o r g a n i z a t i o n s ,  
which s t r o n g l y  i n f l u e n c e  p o l i c y  and  th e  n a t u r e  and e x t e n t  o f  t h e i r  
o p e r a t i o n s .
C o n s i d e r a t i o n  of  f o r e s t  s e r v i c e  o p e r a t i o n s  b r i n g s  t o  n o t i c e  
a  com m onali ty  o f  g o a l s ,  which i s  o f  c o u rs e  o u r  main r e a s o n  f o r  r e g a r d in g  
t h e s e  o r g a n i z a t i o n s  as a g roup . P ro m in e n t  among t h e s e  g o a ls  h a s  been  
th e  s u p p ly  o f  f o r e s t  p r o d u c t s ,  p r i m a r i l y  t im b e r ,  i n  t h e  q u a n t i t i e s  and 
q u a l i t i e s  demanded by s o c i e t y .
Management o f  th e  l a r g e  a r e a s  o f  l a n d  r e q u i r e d  h a s  o f  
n e c e s s i t y  meant c o n s i d e r a t i o n  o f  o t h e r  s o c i a l  n e e d s ,  such  as p r o t e c t i o n  
o f  w a te r  and  s o i l  r e s o u r c e s ,  p r e s e r v a t i o n  o f  a e s t h e t i c  v a lu e s  i n  
la n d s c a p e  and r e c r e a t i o n a l  o u t l e t s ,  and g e n e r a l  e n v i r o n m e n ta l  c o n s e r ­
v a t i o n  i n c l u d i n g  p r o t e c t i o n  o f  w i l d - l i f e  h a b i t a t s .  These ’ s e c o n d a r y ’ 
g o a ls  have  become o f  i n c r e a s i n g  s o c i a l  v a lu e  i n  th e  r a p i d l y  u r b a n i z i n g ,  
i n d u s t r i a l i z i n g  and ’e d u c a t i n g ’ c o n te x t  o f  o u r  m odem s o c i e t i e s .
Changing  s o c i a l  n e e d s  such  as t h e s e  h a v e  had  an im p a c t  on th e  e n v i r o n ­
ment o f  f o r e s t  s e r v i c e s .
The I n f l u e n c e  o f  P a r e n t  O r g a n iz a t io n s
I t  may be  l o g i c a l  t o  c o n s id e r  as  t h e  f i r s t  e n v i r o n m e n ta l  v a r i a b l e  
t h e  r e l a t i o n s h i p  be tw een  t h e  f o r e s t  s e r v i c e  o r g a n i z a t i o n  and i t s  p a r e n t  
o r g a n i z a t i o n .
The n a t u r e  o f  t h e  s t a t e  governm ents’ d e p a r t m e n t a l  sy s te m s^  
u n d e r  m i n i s t e r i a l  c o n t r o l ,  h a s  b r o u g h t  a  common f e a t u r e  t o  t h e  m ajo r  
f o r e s t  s e r v i c e s  o f  A u s t r a l i a . ^
1 A u s t r a l i a n  f o r e s t  s e r v i c e s  may be g rouped  i n t o  a number o f  c a t e g o r i e s .  
The group w hich  i s  most p ro m in e n t  c o n t a i n s  th e  s t a t e  governm ent f o r e s t  
s e r v i c e s .  These a r e  o f  m a jo r  im p o r ta n c e  i n  t h a t  th e y  c o n t r o l  th e  b u lk  
o f  f o r e s t  l a n d  and  employ th e  m a j o r i t y  o f  p e o p le  engaged  i n  f o r e s t r y  
a c t i v i t i e s ,  o u t s i d e  th e  p r i v a t e  i n d u s t r i e s ,  i n  A u s t r a l i a .
T h is  p o l ic y - m a k in g  and m o n e y -p ro v id in g  e le m e n t  o f  th e  
f o r e s t  s e r v i c e  e n v iro n m en t  p r o b a b ly  d o e s  n o t  have  v e ry  much e f f e c t  
on th e  s t r u c t u r e  o f  f o r e s t  s e r v i c e  o r g a n i z a t i o n .  I t  can  i n f l u e n c e  
th e  form  w hich  th e  h e a d  o f  th e  f o r e s t  s e r v i c e  t a k e s .  T h is  i s  th e  
a r e a  most i n t i m a t e l y  i n  c o n t a c t  w i th  th e  p a r e n t  o r g a n i z a t i o n  and 
w hich i n  t h e  A u s t r a l i a n  governm ent s p o n s o re d  f o r e s t  s e r v i c e s  w i l l  
have  to  d e a l  w i th  p o l i t i c a l  i n f l u e n c e s  and t r a n s l a t e  them  to  p o l i c y  
m ea su res  w here  n e c e s s a r y .  In  th e  s t a t e s  o f  Q u e e n s la n d ,  S ou th  A u s t ­
r a l i a  and W este rn  A u s t r a l i a  t h e r e  a r e  i n d i v i d u a l  ’C o n s e r v a t o r s '  I n  
c h a r g e ;  i n d i v i d u a l  ' D i r e c t o r s ’ h e a d  th e  f o r e s t r y  o r g a n i z a t i o n s  o f  
th e  N o r th e r n  T e r r i t o r y ,  A .C .T . and Papua New G uinea ;  a  'D i r e c t o r  
G e n e r a l '  i s  head  o f  t h e  F o r e s t r y  and Timber B u reau ;  a 'C o m m iss io n e r '  
w i t h  two 'A s s i s t a n t  C o m m iss io n e rs '  h e a d  th e  New South  Wales and 
Tasm anian  f o r e s t  s e r v i c e s ;  and  f i n a l l y ,  i n  V i c t o r i a  a t r u e  Commission 
o f  t h r e e  'C o m m is s io n e r s '  h e a d ed  by a c h a irm a n  i s  t h e  h i g h e s t  a u th o r i ty .^ "  
These v a r i a t i o n s  have  p o s s i b l y  r e s u l t e d  from  vague p o l i t i c a l  
o r  p e r s o n a l  i n f l u e n c e s  a t  th e  t im e  o f  fo rm a t io n  o f  each  f o r e s t  s e r v i c e ,  
o r  s im p ly  fo l lo w e d  th e  p a t t e r n  o f  o t h e r  Government D e p a r tm e n ts .
The E f f e c t  o f  P o l i t i c a l  Change
In  a s y s te m  o f  p a r t y  governm ent i t  i s  i n e v i t a b l e  t h a t  t h e r e  
a r e  p o l i c y  changes  w hich  accompany th e  p e r i o d i c  changes  i n  e l e c t o r a l  
f o r t u n e  o f  a s o c i e t y ' s  p o l i t i c a l  e l e m e n t s .
B ecause  f o r e s t  p o l i c i e s  a r e  so c l o s e l y  r e l a t e d  to  l a n d  use  
and  ow nersh ip  p o l i c i e s ,  which can be  p o l i t i c a l  i s s u e s ,  changes  i n  
governm ent can  a t  t im e s  have  c o n s i d e r a b l e  e f f e c t s  on some f o r e s t  
s e r v i c e  a c t i v i t i e s .  Sudden changes  may n e c e s s i t a t e  s t r u c t u r a l  changes  
I n  th e  o r g a n i z a t i o n  by  th e  e l i m i n a t i o n  o r  i n c r e a s e  i n  c e r t a i n  f u n c t i o n a l  
r o l e s .
1 The v a r i a t i o n  i n  t i t l e  i s  o f  l i t t l e  a c c o u n t  compared w i th  t h e  form  
o f  a u t h o r i t y  d e a l t  w i th  i n  C h a p te r  Seven .
An i n s t a n c e  i s  th e  g r e a t  i n c r e a s e  i n  f r e e - h o l d i n g  a c t i v i t y  
i n  Q ueens land  f o l lo w in g  th e  change to  t h e  ' r i g h t - w in g *  C oun try  P a r ty  
governm ent a f t e r  many y e a r s  o f  ' l e f t - w i n g '  Labour Governm ent. T h is  
r e q u i r e d  a c o n s i d e r a b l e  i n c r e a s e  i n  t h e  v a l u a t i o n  o f  t im b e r  s t a n d s  on 
what was f o rm e r ly  crown la n d  h e l d  u n d e r  l e a s e ,  and c o u ld  o n ly  be  c a r r i e d  
o u t  f o l l o w i n g  f i e l d  a s s e s s m e n t  by t h e  D epar tm en t  o f  F o r e s t s .
By chan g in g  th e  p a t t e r n  o f  l a n d  o w n e rs h ip ,  such  p o l i t i c a l l y  
i n d u c e d  l a n d  p o l i c y  changes can have  o t h e r  e f f e c t s  on a f o r e s t r y  
a u t h o r i t y .  The most a p p a r e n t  i s  a change i n  t h e  power o r  c o n t r o l  w hich 
a f o r e s t  s e r v i c e  h a s  o v e r  f o r e s t  r e s o u r c e s ,  and hen ce  t h e  p r i c e  o f  raw 
m a t e r i a l  to  i n d u s t r y .  T h is  c o u ld  a l s o  l e a d  to  r e s t r u c t u r i n g  o f  th e  
e le m e n ts  o f  o r g a n i z a t i o n  d e a l i n g  w i th  a c q u i s i t i o n  and a l l o c a t i o n  o f  
f o r e s t  r e s o u r c e s .
The way i n  w hich  a governm ent a l l o c a t e s  i t s  M i n i s t e r i e s  can 
i n f l u e n c e  th e  e n v iro n m e n t  o f  a f o r e s t  s e r v i c e .  T h is  i s  s u b j e c t  t o  
change n o t  o n ly  as  governm ents  th e m s e lv e s  change b u t  as th e  s i z e  and 
c o m p le x i ty  o f  th e  v a r i o u s  governm ent d e p a r tm e n ts  change w i th  t im e .
In  f a i r l y  r e c e n t  t im e s  th e  New S ou th  Wales governm ent h a s  changed  w i th  
r e g a r d  t o  th e  m i n i s t e r i a l  c o n t r o l  o f  t h e  F o r e s t r y  Commission and o t h e r  
governm ent a u t h o r i t i e s  a s s o c i a t e d  w i th  la n d  r e s o u r c e s .  F o r  many y e a r s  
t h e  D epar tm en t  o f  Lands and th e  F o r e s t r y  Commission came u n d e r  t h e  
c o n t r o l  o f  a  s i n g l e  M i n i s t e r  f o r  Lands and F o r e s t s .  S u b s e q u e n t ly  
Lands became a s e p a r a t e  m i n i s t e r i a l  r e s p o n s i b i l i t y  and t h e  F o r e s t r y  
Commission was j o i n e d  w i th  t h e  S o i l  C o n s e r v a t io n  S e r v ic e  and th e  W ater 
Supp ly  and I r r i g a t i o n  Commission to  form th e  D epar tm en t o f  C o n s e r v a t io n .  
I t  I 8 p e rh a p s  n o t a b l e  t h a t  t h e  N a t io n a l  P a rk s  and W i l d l i f e  A u t h o r i t y  
rem a in ed  u n d e r  t h e  c o n t r o l  o f  th e  M i n i s t e r  f o r  L ands . S in c e  1972 
t h e r e  h a s  b e e n  a f u r t h e r  r e o r g a n i z a t i o n  a t  t h i s  l e v e l  o f  g overnm en t.
Such changes m ust i n f lu e n c e  to  some e x te n t  th e  f o r e s t  
s e r v i c e  e n v iro n m e n t, a t  l e a s t  w ith  r e s p e c t  to  t h e  s t a t e  f o r e s t  p o l i c y ,  
and in  c o n n e c t io n  w ith  m ajo r la n d  u se  d e c i s i o n s .  I t  i s  n o ta b le  how­
e v e r  t h a t  d e s p i t e  th e  s p a te  o f  m i n i s t e r i a l  changes i n  New S outh  W ales 
th e  s t r u c t u r e  o f th e  F o r e s t r y  Com m ission a t  th e  D iv i s io n a l  l e v e l  and 
below  h a s  rem ain ed  v i r t u a l l y  u nchanged . D e ta i le d  c o n s id e r a t io n  was 
g iv e n  to  r e o r g a n iz a t io n  o f th e  Com m ission d u r in g  1970 and some ch an g es 
w ere  e f f e c t e d ,  b u t  th e s e  d id  n o t  r e l a t e  t o  any changes o f  en v iro n m en t 
a t  th e  M in i s te r i a l - E x e c u t i v e  l e v e l .
The T im ber I n d u s t r y
W ith th e  p ro d u c t io n  o f  t im b e r  a s  a  w e l l  e n tr e n c h e d  p r im a ry  
g o a l o f f o r e s t  s e r v i c e  o r g a n iz a t io n s  i t  i s  n a t u r a l  t h a t  th e  t im b e r  
i n d u s t r y  sh o u ld  hav e  a m arked e f f e c t  on th e  o r g a n i z a t i o n a l  e n v iro n m e n t, 
t t i i l e  d i r e c t  in te r c h a n g e  does o c c u r  b e tw een  th e  f o r e s t  s e r v i c e s  and  
i n d i v i d u a l  f irm s  in  th e  t im b e r  i n d u s t r y ,  th e  m ost s i g n i f i c a n t  r e a c t i o n  
ta k e s  p la c e  b e tw een  in d u s t r y  a s s o c i a t i o n s  and th e  f o r e s t  s e r v i c e s .
T im ber i n d u s t r i e s  a re  g rouped  by  n a tu r e  o f  p ro d u c t  and by 
g e o g ra p h ic a l  l o c a t i o n .  They a r e  a ls o  g ro u p ed  t o  some e x te n t  by  th e  
n a tu r e  o f  th e  r e s o u r c e  u se d . S a w m illin g  A s s o c ia t io n s  a re  p ro m in e n t.  
Sawnwood i s  th e  m a jo r  p ro d u c t  o f  th e  A u s t r a l i a n  i n d u s t r y  (Wesney and 
F r e e s to n e  1973) and t h i s  i s  p ro d u c e d  by a  l a r g e  num ber o f  u n i t s  v a ry in g  
g r e a t ly  i n  s i z e  and in f lu e n c e  in  th e  m a rk e t,  and d i s p e r s e d  l a r g e ly  
a c c o rd in g  to  th e  l o c a t io n  o f  raw  m a t e r i a l  i . e . ,  th e  f o r e s t  r e s o u r c e s .  
T here  i s  some c o n c e n t r a t io n  n e a r  m a jo r  m ark e t p la c e s  in d e p e n d e n t  o f  
th e  d i s t r i b u t i o n  o f  raw m a t e r i a l  s u p p l i e s .
T im ber in d u s t r y  o r g a n iz a t io n s  hav e  d e v e lo p e d  a t  a l l  l e v e l s  
from  l o c a l  p ro d u c e r  g roups t o  s t a t e  and n a t i o n a l  a g e n c ie s  and c o n f e r ­
e n c e s .  W hile th e  m a jo r  p u rp o se  o f  th e s e  o r g a n iz a t io n s  i s  to  p rom o te  
t im b e r  p r o d u c t  m a rk e tin g , th e y  a l s o  s e r v e  to  p r e s e n t  a  u n i t e d  i n d u s t r y  
f r o n t  to  f o r e s t r y  a u t h o r i t i e s  on m a t te r s  r e l a t i n g  to  p r i c e s  and a l l o ­
c a t io n  o f  raw m a t e r i a l .
C o n s e r v a t io n  o f  t im b e r  s u p p l i e s  as a  n a t i o n a l  r e s o u r c e  and 
th e  m a r k e t in g  o f  t im b e r  p r o d u c t s  i s  a com plex p ro b lem  which i s  r e c o g ­
n i s e d  by b o th  s u p p l i e r  ( th e  f o r e s t  s e r v i c e s )  and u s e r  ( th e  t im b e r  
i n d u s t r y )  o f  raw wood m a t e r i a l .  As a r e s u l t  f o r e s t  s e r v i c e s ,  b o th  
o f f i c i a l l y  and th ro u g h  i n d i v i d u a l  c o n t a c t s ,  h a v e  o f t e n  d e v e lo p e d  
c lo s e  r e l a t i o n s h i p s  w i th  t h e s e  o r g a n i z a t i o n s .  T h is  has  b e e n  r e g a r d e d  
as  u n e t h i c a l  by some (R o u t le y  and R o u t l e y ,  1974) b u t  i n  f a c t  th e  
r e v e r s e  i s  more l i k e l y  th e  c a s e .
The South  A u s t r a l i a n  f o r e s t  s e r v i c e  p r e s e n t s  a  s p e c i a l  
c a se  i n  t h a t  i t  owns and c o n t r o l s  a m a jo r  p a r t  o f  t h e  s t a t e ’ s f o r e s t s  
and  th e  m a jo r  component o f  t h e  s t a t e ' s  t im b e r  i n d u s t r y .  I n d u s t r y  i s  
t h u s  an i n t e r n a l  e n v i r o n m e n ta l  i n f l u e n c e  w hich  c o n t r a s t s  w i th  th e  
e x t e r n a l  i n f l u e n c e  o f  th e  t im b e r  i n d u s t r y  i n  o t h e r  s t a t e s .
Land Supply
A v a i l a b i l i t y  o f  l a n d  i s  o f  b a s i c  im p o r ta n c e  t o  a f o r e s t  
s e r v i c e .  The a l l o c a t i o n  o f  l a n d  f o r  f o r e s t r y  p u rp o s e s  i s  a  p r o c e s s  
which m ig h t  most r a t i o n a l l y  be u n d e r ta k e n  by an a u t h o r i t y  r e s p o n s i b l e  
f o r  an d  c a p a b le  o f  o v e r s e e in g  th e  whole  o f  a com m un ity 's  l a n d  u s e .
The p o l i t i c a l  p rob lem s w i th  w hich such a  t a s k  i s  f r a u g h t  h a s  m eant t h a t  
t h i s  s i t u a t i o n  i s  one w hich i s  s t i l l  f a r  from  b e in g  a c h ie v e d ,  a l th o u g h  
t h e  V i c t o r i a n  S t a t e  Government h a s  made v e ry  p o s i t i v e  s t e p s  to w a rd s  
t h i s  g o a l ,  a t  l e a s t  w i t h  r e s p e c t  t o  crown l a n d ,  w i th  th e  f o r m a t io n  o f  
i t s  Land C o n s e r v a t io n  C o u n c i l .
I n  t h e  a b s e n c e  o f  such  an a u t h o r i t y  t h e  s t a t e  f o r e s t  s e r v i c e s  
a r e  d e p e n d e n t  upon two means o f  a c q u i r i n g  t h e  l a n d  r e q u i r e d  f o r  
f o r e s t r y  p u r p o s e s .  The f i r s t  r e c o g n i s e s  t h e  lo n g  te rm  n a t u r e  o f  t im b e r  
p r o d u c t i o n  as w e l l  as t h e  g e n e r a l  p r o t e c t i v e  f u n c t i o n  o f  l a n d  u n d e r  
f o r e s t .  T h is  h a s  e n a b le d  r e s e r v a t i o n  o f  s i z a b l e  t r a c t s  o f  f o r e s t  l a n d
under appropriate legal title in the various state land laws.
The second means of acquiring land involves direct purchase 
on the open market. Land which is available for acquisition by this 
process is land formerly allocated for agricultural purposes which 
has become marginally economic or uneconomic for such purposes.
While district staff are likely to be involved in recommend­
ations for land acquisition and in the demarkation of boundaries 
when reallocation to other uses is required, the major dealings are 
at headquarters level between government departments. The discontin­
uous nature of such dealings means that there is no strong environmental 
influence which would necessitate a permanent structural development 
in the forest service organization. It is a function best controlled 
by the executive and interdepartmental committees of an ad hoc nature 
may be a common means of reaching the necessary agreement on crown land 
trans fer.
Forest Resources and their Economic Impact
The importance of forest resources to a forest service is 
fundamental, but the effect which these resources have on the environ­
ment of the organization depends not so much on the nature or extent 
in absolute terms, as on a complex of economic factors relating the 
forest resources and society. This combination of economic factors 
we will refer to as the 'economic impact'.
The factors are those which describe the results of the 
pressure of society on the resources which forests or forest land 
provide. This pressure varies with the distribution and extent of the
1 This is obviously the most desirable form of land acquisition
available to a forest service although revocation and transfer to 
other uses is still possible. At the present time such action is 
likely in order to place some land under even more secure title 
from a conservation viewpoint, the land becoming National Park 
or Wildlife Refuge, and hence not completely lost in a broad 
forestry sense. Most of the forest service land held today has 
been acquired by this first method and has been so held for many
years.
resource, the size and distribution of the population and the level of 
demand per unit of population for forest products and amenities pro­
vided by forests.
An indication of this 'economic impact' can be obtained 
from a statistic derived from the total area of forest land devoted 
to the production of forest products and the population of the area 
concerned. The values for the Australian states and territories are 
given in Table 1.
It will be apparent that such a statistic will be clouded 
by many complex and interacting factors and hence of doubtful value. 
However, if some obvious anomalies are excluded it does give a lead 
to the intensity of forest land use and hence to the environmental 
impact of forest resources on the forest service organization concerned 
with their management.
The more intense the management required the more likely is 
an organization to develop specialized functions, and hence the structure 
of the organization may be influenced by the level of intensity of 
management. In a subsequent section this assumption will be examined 
more closely. With regard to the statistic we have derived here as a 
measure of management intensity, a low figure will indicate a high 
intensity.
The most obvious anomaly would appear to be that of South 
Australia which has virtually no natural forest resources. It has 
made an adjustment for this by its very large man-made forests. Such 
forests must rank as the most intensively managed and hence our 
statistic would appear to be valid. On the other hand the smaller 
range of technical problems associated with this type of management 
as compared with the diversity of natural forests would tend to permit 
a somewhat lesser degree of differentiation in the structure of the
TABLE 1 : Distribution of Total Forest Reserves per Head of Population
S t a t e  o r  
T e r r i t o r y
1975 (a)  
p o p u l a t i o n  
( ’000)
T o t a l  a r e a  ^  
o f  R e se rv e s  
( ’000 ha)
A rea  o f  R e se rv e s  
p e r  Head o f  
P o p u l a t i o n  ( h e c t a r e s )
N.S.W. 4 ,875 3 ,327 0 .6 8
VIC. 3 ,707 2,559 0 .6 9
QLD. 1 ,9 5 4 4 ,777 2 .4 4
S.A. 1 ,2 4 1 119 0 .1 0
W. A . 1 ,102 1 ,998 1 .8 1
TAS . 411 2 ,2 5 7 5 .4 9
ACT. 163 56 0 .3 4
N .T . 95 644 6 .7 8
T o t a l : 13 ,548 15 ,737 1 .16
P .N.G. 2 ,6 8 4 1,819 0 .6 8
N o te s :  (a)  Based on p r o j e c t i o n  o f  t h e  1974 p o p u l a t i o n  o f
1 3 .3  m i l l i o n  (W.G. C o p p e l l ,  1974, p .1 3 )  u s in g  
th e  a v e ra g e  a n n u a l  r a t e  o f  p e r c e n ta g e  i n c r e a s e  
f o r  th e  1966-71  i n t e r c e n s a l  p e r i o d  (1 .87  p e r  c e n t )
P .N .G . f i g u r e  b a s e d  on i n f o r m a t io n  p u b l i s h e d  i n  
Papua New G uinea  R esou rce  A t l a s ,  J a c a r a n d a  P r e s s ,  1974.
(b) From Wesney and F r e e s to n e  (1973) p . 5 .
P .N .G . f i g u r e  from Papua New G uinea  R esou rce  A t l a s .
forest service organization. In the case of South Australia, as we
have already mentioned, the management task has been broadened by the 
inclusion of extensive processing responsibilities in the Woods and 
Forests Department.
New South Wales and Victoria have forest service organizat­
ions with more complex organizational structures than those of the 
Tasmanian and Western Australian, but lesser areas of forest reser­
vation per unit of population. The "economic impact" of forest 
resources has a greater environmental effect on the forest services 
and hence on their structure in these states.
Technical Considerations
To the professional forester technical considerations are of 
paramount importance in his work. As a result most of his thoughts on 
organization are technically oriented. His influence on structural 
organizational development is reflected in the creation of different­
iation wherever possible based on technical functions and specialities.
However, the forest resource with which a forest service is 
involved must largely dictate the nature and number of technical functions 
required for its management. These will depend also on the importance 
which society places on particular products from the resources and the 
problems created by or in the course of their supply. While the rapidly 
increasing pace of technological developments affects virtually all 
organizations, there has not yet been an influence on forestry organi­
zations which has greatly modified the basic structure.
It Is largely in the field of technical forestry that forest 
services develop lines of inter-service communication. The exchange of 
technical information thus becomes an important catalyst for co-operation 
between forest services at all levels. The technical functions in this
way form the basis for another and important externally operating 
environmental element of forest services.
The functional divisions involved with technical special­
ization are outlined in the following paragraphs.
Resource Inventory
Determining the nature of forest resources requires an 
accurate knowledge of the tree flora of the area concerned. In the 
Australian states this knowledge has been acquired and absorbed into 
basic professional training many years ago. The occasional botanical 
assistance which might be needed is available from other specialized 
agencies. Only in the former territory of Papua New Guinea was the 
problem so complex and unknown as to require the establishment of a 
botanical function within the forest service itself. The even more 
specialized technique of wood identification, which is a continuing 
requirement although 'low key' in impact, is related to botanical 
knowledge but is normally dealt with in wood technology groups either 
internal or external to the forest service itself.
Forest inventory is a function which in itself must combine 
a number of specialities - land surveying and drafting, vegetation 
mapping, sampling theory and techniques, and the knowledge of basic 
flora relevant to economic forest resources. Yet it is one which is 
normally absorbed within another, broader forestry function - forest 
management. The importance of forest inventory will depend on the 
status of forestry plans within the area concerned. In the less 
exploited areas inventory plays a more prominent role in the functioning
of the forest service.
F o rest Management
Once p a s t  th e  e a r l y  s t a g e s  o f  deve lopm en t t h e  f o r e s t  s e r v i c e  
t a s k  i s  more in v o lv e d  w i th  t h e  r e g u l a t i o n  o f  f o r e s t  y i e l d s .  I n v e n to r y  
work I s  l a r g e l y  in v o lv e d  w i th  r e a s s e s s m e n ts  to  p r o v id e  t h e  b a s i c  d a t a  
f o r  management p l a n s  and th e  c o n t r o l  o f  s u c h  p l a n s .  T r a d i t i o n a l  id e a s  
a r e  r a p i d l y  g iv in g  way to  m odem  m ethods i n  t h e  p l a n n i n g  p r o c e s s ,  
b u t  t h e  t r a d i t i o n a l  'm anagem ent ' f u n c t i o n  rem a in s  a m ost im p o r ta n t  
one i n  th e  f o r e s t r y  o r g a n i z a t i o n .  I t  a l s o  i s  a f u n c t i o n  w hich  c o v e rs  
a num ber o f  i n t e r d e p e n d e n t  s p e c i a l i t i e s .
S i I v i  c u ltu re
The grow th o f  f o r e s t s  i s  o f  c o n c e rn  t o  t h e  s p e c i a l i z a t i o n  
known as s i l v i c u l t u r e .  I t  i s  a f u n c t i o n  w hich  n o r m a l ly  h o l d s  a 
p r e s t i g i o u s  p l a c e  i n  th e  f o r e s t  s e r v i c e  o r g a n i z a t i o n .  I n  t h e  A u s t r a l i a n  
s c e n e  two m a jo r  b ra n c h e s  have  d e v e lo p e d  a ro u n d  t h e  v e ry  d i f f e r e n t  t a s k s  
o f  n a t i v e  f o r e s t  s i l v i c u l t u r e  and p l a n t a t i o n  s i l v i c u l t u r e .
Wood Technology
Wood te c h n o lo g y  and th e  s tu d y  o f  f o r e s t  p r o d u c t s  i s  an a r e a  
o f  c o n c e rn  b e c a u s e  of  th e  b a s i c  f o r e s t  s e r v i c e  t a s k  o f  p r o v i d i n g  s o c i e t y  
w i th  an i n d u s t r i a l  raw m a t e r i a l .  T h is  m a t e r i a l  i s  p ro d u ce d  from  d i v e r s e  
and com plex n a t u r a l  s o u rc e s  b u t  m ust be c o n v e r t e d  to  h i g h l y  s t a n d a r d i z e d  
com m erc ia l  p r o d u c t s .  There  i s  th e  added p ro b le m  o f  c o m p e t i t io n  w i th  
o t h e r  raw m a t e r i a l s  and th e  d e s i r e  t o  f i n d  new o r  im proved  end p r o d u c t s  
from  t im b e r  w hich make wood t e c h n o lo g y  an e s s e n t i a l  a d ju n c t  to  a f o r e s t  
s e r v i c e .
T h is  s p e c i a l i z a t i o n  h as  been  p r o v id e d  f o r  I n  t h e  A u s t r a l i a n  
s e r v i c e s  e i t h e r  by th e  e s t a b l i s h m e n t  o f  a p p r o p r i a t e  f a c i l i t i e s  w i t h i n  
t h e  f o r e s t  s e r v i c e ,  as i n  t h e  c a se  o f  Q u e e n s la n d  and New South  W ales , 
o r  by r e l y i n g  upon an e x t e r n a l  ag en cy .  Such an agency  h a s  b een  a v a i l ­
a b l e  t o  th e  s t a t e  f o r e s t  s e r v i c e s  -  th e  CSIRO D i v i s i o n  o f  F o r e s t  P r o d u c t s ,  
now d is b a n d e d  and re a s s e m b le d  i n  th e  D i v i s i o n s  o f  B u i l d i n g  R e sea rch  and
C hem ica l  T e chno logy .
Forest Engineering
The n e c e s s i t y  f o r  c o n s t r u c t i o n  o f  r o a d s ,  b r i d g e s ,  f i r e -  
t o w e r s ,  e t c .  and t h e i r  m a in te n a n c e  i s  one w hich  i n  t h e  l a r g e r  f o r e s t  
s e r v i c e s  i n e v i t a b l y  j u s t i f i e s  th e  employment o f  p r o f e s s i o n a l  e n g in e e r s  
and can  l e a d  to  t h e  fo rm a t io n  of  a s e p a r a t e  f u n c t i o n a l  s p e c i a l i t y  
w i t h i n  t h e  o r g a n i z a t i o n .
Research
Both th e  S i l v i c u l t u r a l  and Wood T echno logy  f u n c t i o n s  r e l y  
h e a v i l y  upon r e s e a r c h  w o r k e r s .  R esea rch  p e r s o n n e l  a r e  a l s o  r e q u i r e d  
i n  t h e  d i v i s i o n s  in v o lv e d  w i t h  f o r e s t  m anagement.
The o r g a n i z a t i o n  o f  r e s e a r c h  as an e n t i t y  s e r v i n g  th e  o t h e r  
t e c h n i c a l  f u n c t i o n s  h a s  b een  s u g g e s te d  a t  t im e s  b u t  n e v e r  d e v e lo p e d  
i n  t h e  A u s t r a l i a n  f o r e s t  s e r v i c e s ,  w i th  t h e  e x c e p t io n  o f  t h e  F o r e s t  
R e se a rc h  I n s t i t u t e  as a  m a jo r  p a r t  o f  th e  F o r e s t r y  and Timber B ureau .
In  t h a t  c a s e  t h e  o r g a n i z a t i o n  was p r o v id in g  s e r v i c e s  f o r  o t h e r  f o r e s t r y  
o r g a n i z a t i o n s  th ro u g h  th e  r e s u l t s  o f  i t s  w ork .
The deve lopm en t o f  r e s e a r c h  teams as s m a l l  and d i f f u s e  g roups 
w i t h i n  t h e  f o r e s t  s e r v i c e s  h a s  le a d  to  p ro b le m s  f o r  p e o p le  i n  t h i s  
c a te g o r y  and may a l s o  be  s e e n  as h a v in g  a f f e c t e d  t h e  q u a l i t y  o f  
r e s e a r c h  work i n  some c a s e s .  The deploym ent o f  r e s e a r c h  s t a f f  to  
s o lv e  th e  p rob lem s o f  t e c h n i c a l  f o r e s t r y  h a s  p rob lem s w hich  have  become 
more p ro m in e n t  i n  r e c e n t  y e a r s .  These w i l l  b e  exam ined i n  t h e  f o l l o w ­
in g  c h a p te r s *
CHAPTER SEVEN
EXAMPLES OF FOREST SERVICE ORGANIZATION
I n  p r e c e e d i n g  c h a p t e r s  we h a v e  e x a m in e d  i n  a  g e n e r a l i z e d  
way t h e  p r i m a r y  t a s k  o f  a  f o r e s t  s e r v i c e  an d  t h e  v a r i o u s  f a c e t s  o f  
o r g a n i z a t i o n a l  e n v i r o n m e n t  w h ic h  i n f l u e n c e  i t s  s t r u c t u r e .  H ow ever ,  
n o t  a l l  t h e  t r a i t s  w h ic h  d i s t i n g u i s h  one  o r g a n i z a t i o n  f ro m  a n o t h e r  
c a n  b e  a s c r i b e d  o b j e c t i v e l y  t o  p a r t i c u l a r  e l e m e n t s  o r  c o m b i n a t i o n s  
o f  e l e m e n t s  i n  t h e  e n v i r o n m e n t .  T h e re  a r e  b o t h  t a n g i b l e  an d  i n t a n g i b l e  
i n f l u e n c e s  an d  a m o n g s t  t h e  i n t a n g i b l e  a r e  t h o s e  w h ic h  m ig h t  b e  c o n s i d ­
e r e d  a s  o r g a n i z a t i o n a l  p h i l o s o p h y .  T h i s  c h a r a c t e r i s t i c  may r e s u l t  
f ro m  t h e  p e r s o n a l  i n f l u e n c e  o f  p a s t  a n d  p r e s e n t  l e a d e r s .  I t  w i l l  b e  
s e e n  i n  t h e  a t t i t u d e s  and  s t y l e  o f  o p e r a t i o n  o f  o r g a n i z a t i o n s  w h ic h  
o t h e r w i s e  a p p e a r  v e r y  s i m i l a r .  I n  l o o k i n g  a t  e x a m p le s  o f  f o r e s t  
s e r v i c e  o r g a n i z a t i o n s  f ro m  t h e  A u s t r a l i a n  r e g i o n  i t  w i l l  b e  n e c e s s a r y  
t o  a c c o u n t  f o r  s u c h  c h a r a c t e r i s t i c s  i n  a  p u r e l y  s u b j e c t i v e  m a n n e r .
The e x a m p le s  u s e d  w e re  c h o s e n  w i t h  t h e  a im  o f  i l l u s t r a t i n g  
a  r a n g e  o f  o r g a n i z a t i o n a l  t y p e s  am o n g s t  f o r e s t  s e r v i c e s ,  and  a l s o  o f  
e x a m in in g  o r g a n i z a t i o n s  w h i c h ,  a l t h o u g h  s u p e r f i c i a l l y  s i m i l a r  i n  
s t r u c t u r e ,  a r e  d i f f e r e n t  i n  t h e i r  i m p l e m e n t a t i o n  o f  o b j e c t i v e s .
The Q u e e n s l a n d  D e p a r tm e n t  o f  F o r e s t s
T h i s  f o r e s t  s e r v i c e  i s  c o n c e r n e d  w i t h  t h e  m anagem ent o f  an  
a r e a  o f  f o r e s t  l a n d  o f  w i d e r  g e o g r a p h i c a l  d i s t r i b u t i o n  an d  l a r g e r  i n  
a r e a  t h a n  any o t h e r  i n  A u s t r a l i a .  (S ee  T a b le  1 ) .
The way i n  w h ic h  t h e  f o r e s t  r e s o u r c e s  a r e  d i s t r i b u t e d  
g e o g r a p h i c a l l y ,  t o g e t h e r  w i t h  t h e  v e r y  c o n s i d e r a b l e  v a r i a t i o n  i n
nature of the resources between geographical areas, appears to warrant 
a clearly decentralized forest service organization. Such is not the 
case. In fact the Queensland forest service is one of the most strongly 
centralized of all the Australian forest services.
There is a 'token gesture' towards decentralization to be 
seen in the manner in which forest districts are graded. This grad­
ing, carrying higher salary and prestige for the higher categories of 
district forester, is made according to various factors linked to the 
level of responsibility carried by the district office, such as area 
administered, size of log harvest, and number of staff employed.
The headquarters office controls and checks the district 
operations down to almost the finest detail through a series of work 
prescriptions, timetables, work programmes, budgets and costing checks. 
The functional organization of the forest service headquarters is 
shown in Figure 12. (post 1972).
The head of the Department, the Conservator, answers directly 
to the Minister for Forests in the Queensland Government. He is assist­
ed by a Deputy Conservator, under whom the headquarters organization is 
divided into three divisions . Two of these are concerned with the 
technical aspects of the forest service and are headed by 'Senior 
Foresters'. The third, under the Secretary, handles administration 
and accounting functions. All official correspondence passes through 
the Secretary, all outward correspondence being signed in his name.
Some seventeen different categories of speciality or function, 
the major of which are known as Branches, are divided between the three
1 Major forest reserves exist in the tropical rainforests of the far 
north, the cypress pine forests of the inland south, the exotic 
pine plantations of the southern and central coastal plains, the 
Hoop pine plantations of the Upper Brisbane and Mary River valleys, 
and the mixed Eucalypt forests of the central and southern coasts 
and ranges.
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d i v i s i o n s  a t  h e a d q u a r t e r s  l e v e l .  On th e  t e c h n i c a l  s i d e ,  r e l a t e d  
b r a n c h e s  a r e  g rouped  as  f a r  a s  p o s s i b l e  u n d e r  t h e  same S e n io r  
F o r e s t e r .  The m a jo r  b ra n c h e s  o f  S i l v i c u l t u r e  and F o r e s t  R e s e a rc h ,  
w hich c o v e r  r e s p e c t i v e l y  p l a n t a t i o n  programmes and in d ig e n o u s  f o r e s t  
s i l v i c u l t u r e  and w orks program m es, come t o g e t h e r  i n  t h i s  way, a s  do 
th e  H a r v e s t i n g  and M a rk e t in g  and  F o r e s t  P ro d u c ts  R e se a rc h  b r a n c h e s .
The f i e l d  o p e r a t i o n s  a r e  c o n t r o l l e d  th ro u g h  t e n  d i s t r i c t s ,  
o r g a n i z e d  a s  c o n v e n ie n t  i n t o  s u b - d i s t r i c t s .  A number o f  r e s e a r c h  
s t a t i o n s  l o c a t e d  i n  t h e  f i e l d  have  t h e i r  l i n e s  o f  com m unica tion  w i th  
t h e  a p p r o p r i a t e  h e a d q u a r t e r s  f u n c t i o n  c h a n n e l l e d  th ro u g h  th e  d i s t r i c t  
o f f i c e .
T here  i s  no  r e s e a r c h  Branch o r  D i v i s i o n  in v o lv e d  m a in ly  i n  
r e s e a r c h .  R e s e a rc h  w o rk e rs  a r e  in v o lv e d  i n  f o u r  b r a n c h e s  and r e s u l t s  
a r e  a p p l i e d  when c o n s id e r e d  d e s i r a b l e  by th e  e x e c u t i v e  l e v e l s  a t  
h e a d q u a r t e r s .  The D e p a r tm e n t ’ s a t t i t u d e  to w ard s  r e s e a r c h  i s  a 
s t r i c t l y  u t i l i t a r i a n  o n e .  The c e n t r a l i z e d  c o n t r o l  o f  a l l  o p e r a t i o n s  
w i th  r e s e a r c h  s u p e r v i s e d  a t  a  h ig h  l e v e l  th ro u g h  th e  h e a d q u a r t e r s  
b a s e d  b r a n c h e s ,  e n s u r e s  t h a t  p r e s c r i p t i o n s  a r e  s u b j e c t  to  u p d a t in g  
d e p e n d e n t  upon r e s e a r c h  f i n d i n g s .
The a p p l i c a t i o n  o f  r e s e a r c h  r e s u l t s  to  p r a c t i c e  i s  a s t r o n g  
f e a t u r e  o f  t h e  Q u e e n s la n d  f o r e s t  s e r v i c e .  The means by w hich  t h i s  i s  
done e n s u r e s  b o th  a p p l i c a t i o n  and th o ro u g h  f i e l d  t e s t i n g .  F i e l d  w o r k e r s ,  
coming u n d e r  th e  D i s t r i c t  o f f i c e r s ,  h av e  no c h o ic e  i n  t h e i r  r o u t i n e  t a s k s .  
These a r e  d e f i n e d  i n  f i n e  d e t a i l  i n  t h e  form o f  p r e s c r i p t i o n s  f o r  work 
e s p e c i a l l y  th o s e  a p p ly i n g  t o  t e c h n i c a l  m a t t e r s .
Such a s y s te m  was d e v e lo p e d  a t  a  t im e  when v i r t u a l l y  a l l  
f i e l d  o p e r a t i o n s  w ere  o f  n e c e s s i t y  p e r fo rm e d  by  s u b - p r o f e s s i o n a l  s t a f f .
The use  o f  s t r i c t  and c l e a r l y  d e f i n e d  p r e s c r i p t i o n s  f o r  work was o f  
g r e a t  a s s i s t a n c e  t o  t h i s  c a te g o r y  o f  em ployee . The s e r v i c e  has b u i l t
up a sy s tem  o f  t r a i n i n g  f o r  a l l  l e v e l s  o f  s u b - p r o f e s s i o n a l  s u p e r v i s o r s .
N a t u r a l l y ,  t e c h n i c a l  work p r e s c r i p t i o n s  form a m a jo r  p a r t  o f  such  t r a i n ­
i n g .  I t  s h o u ld  be  n o t e d  t h a t  i t s  s u c c e s s  m ust l a r g e l y  depend upon 
s t a b i l i t y  -  w i th  any changes  made b e in g  done w i th  g r e a t  c a re  t o  a v o id  
c o n f u s io n ,  and t h e  few er  changes  th e  b e t t e r .
The F o r e s t r y  Commission o f  New South  Wales
New Sou th  Wales h a s  b een  d e s c r i b e d  as t h e  m ost c e n t r a l i z e d  
o f  th e  A u s t r a l i a n  s t a t e s ,  w i th  t h e  v a s t  m a j o r i t y  o f  i t s  p o p u l a t i o n  
l i v i n g  i n  t h e  v i c i n i t y  o f  t h e  c a p i t a l .  T here  h av e  i n  r e c e n t  y e a r s  
been  p o l i t i c a l  moves t o  d e c e n t r a l i z e  and t h i s  h a s  had  some e f f e c t  on 
f o r e s t r y  i n  t h e  s t a t e  th ro u g h  th e  f a v o u r e d  t r e a t m e n t  o f  r u r a l  b a s e d  
In d u s  t r i e s .
The f r e q u e n t  changes  w hich  h av e  o c c u r r e d  i n  th e  m i n i s t e r i a l  
c o n t r o l  o f  t h e  s t a t e ' s  f o r e s t  s e r v i c e  h a v e  a l r e a d y  b e e n  d i s c u s s e d ,  
and i t  was s u g g e s t e d  t h a t  t h e  a p p a re n t  t u r b u l e n c e  a t  t h i s  l e v e l  h a s  
h a d  l i t t l e  e f f e c t  on t h e  s t r u c t u r e  o f  t h e  o r g a n i z a t i o n  i t s e l f .
T h is  o r g a n i s a t i o n  b e a r s  some re s e m b la n c e  b o th  t o  t h e  Q ueens­
l a n d  and th e  V i c t o r i a n  f o r e s t  s e r v i c e s  a t  t h e  h e a d q u a r t e r s  l e v e l .  I t  
I s  a l s o  s i m i l a r  t o  th e  Q ueens land  s e r v i c e  i n  some im p o r t a n t  f e a t u r e s  
o f  i t s  f i e l d  o r g a n i z a t i o n .  However i n  o p e r a t i o n  i t  i s  much l e s s  
c e n t r a l i z e d .
The h e a d q u a r t e r s  s t r u c t u r e  i s  i l l u s t r a t e d  i n  F ig u re  13.
Below th e  C h ie f  C om m issioner  and h i s  two A s s i s t a n t  C om m iss io n e rs ,  
t h e  h e a d q u a r t e r s  o r g a n i z a t i o n  i s  composed o f  s i x  d i v i s i o n s .  T h ree  o f  
t h e s e ,  r e l a t e d  t o  f o r e s t  r e s o u r c e s  management and s i l v i c u l t u r e  a r e  
com bined a s  t h e  r e s p o n s i b i l i t y  o f  one A s s i s t a n t  C om m iss ioner . The 
o t h e r  t h r e e ,  r e l a t i n g  to  t im b e r  u t i l i z a t i o n  and m a r k e t in g ,  p lu s  
a d m i n i s t r a t i o n  f u n c t i o n s ,  a re  combined as  t h e  r e s p o n s i b i l i t y  o f  t h e
o t h e r  A s s i s t a n t  C om m iss ioner .
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In addition, provision has been made for an independent 
(relative to control by either Assistant Commissioner) Chief Forest 
Inspector at the level of Divisional Chief. This is a new development 
in the organization which may be in the nature of a trial to give more 
personalized attention to staff matters on a state wide basis.
There is a distinct difference between the character of 
this forest service and that of Queensland. This might largely be 
traced to the method of control. It has been shown how the latter 
ensures a strongly centralized control. In New South Wales much more 
reliance appears to be placed on the initiative and interpretive skills 
of field staff in relation to operations and compliance with instructions. 
Plans are made under the direction of the appropriate headquarters 
function and their implementation is largely in the hands of field 
staff under District Foresters.
Research takes a similar role in New South Wales to that in 
Queensland, even to the maintenance of a Forest Products Research 
section. But without the strict prescriptions of the Queensland service 
the application of results appears more nebulous.
The Victorian Forests Commission
Reference to Table 1 will show that the state of Victoria, 
although much smaller in overall area than New South Wales, has a 
ratio of forest reserve area to population of virtually the same 
magnitude. The more compact nature of Victoria and its more intensive 
development has meant that many forest areas in the state have a ready 
potential as recreational outlets for the population, while forest 
industry is well placed relative to markets.
The Victorian forest service has developed along lines 
distinctly different to most other state services. This must partly 
be due to the fact that until recent years the service was profession­
ally isolated from the rest of Australian state forest services as the
result of an early decision not to co-operate in the commonwealth- 
state forestry education scheme. The headquarters structure of the 
Commission (see Figure 14) bears a generally similar appearance to 
that of other state services, notably Queensland and New South Wales 
but has some distinctive modes of operation.
This service differs in being controlled by a true commission. 
There are three Commissioners who meet to make decisions referred to 
them by the Divisional Chiefs. The Commission advises the Minister 
for Forests in the Victorian Government.
Headquarters is divided into two senior Divisions, Forest 
Management and Forest Operations, and four other Divisions, Administration, 
Economics and Marketing, Forest Protection, and Forestry Education and 
Research. Each divisional chief handles a number of related functions 
and the headquarters staff provide the technical, planning, and research 
expertise required for each function. Each Headquarters Division deals 
directly with the field officers of the Commission in day to day matters.
In its organization of field operations the Victorian service 
is more decentralized than most other state forest services. The state 
is divided into seven Divisions, all of equal grading, but controlling 
from six to nine Districts each. As indicated in Figure 14, the line 
of command is nominally direct from the Commission to the District 
through the Divisional Forest Officers. Normal lines of communication are 
from Divisional Chief at Headquarters to the District through the Div­
isional Forest Office, but some functions, for example, plantation 
establishment, are handled by direct communication between Head­
quarters and District.
The accent on research appears to be much the same as in New 
South Wales. The proximity of the CSIRO former Division of Forest Products 
has certainly been used to advantage by the forest service and its
dependent industry.
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The Tasmanian Forestry Commission
This forest service is organized along quite different 
lines to any of those already discussed. While it is the smallest 
state, Tasmania has a very large forest reserve area per unit of 
population. The nature of this resource and the availability of 
cheap electricity have permitted the establishment of major industries.
Although nominally formed as a Commission, the Chief 
Commissioner and his two Assistant Commissioners do take an executive 
role in the affairs of the forsst service, the various functions being 
divided between them according to personal strengths. The organization 
of Branches, as each functional group is known, is shown in Figure 15.
It is notable that Branch heads have equivalent rank to the 
senior field officer positions. The state is divided into three Regions 
and each region covers four Districts. It is thus apparent that the 
Tasmanian forest service is more decentralized than the services of 
Queensland, New South Wales and Victoria. The headquarters organization 
is also less complex, indicating a large amount of technical direction 
in the hands of senior field officers.
This feature is complicated by a generally more centralized 
control of forest management functions and accounting. Management 
stations are located at various District centres, and these also 
report directly to headquarters. The Engineering Branch has direct 
control of major road building projects, and accounting of revenue 
is also completely centralized, with field staff having little respons­
ibility in this area, usually a significant one in Australian forest 
services.
Research activity has generally been held at a low key in 
the Tasmanian forest service, although notable forestry research 
has been undertaken by staff of the Commission. This work has usually
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been sp o n so red  by u n i v e r s i t i e s .  There a re  r e s e a r c h  p o s i t i o n s  where 
w a rra n te d  in  th e  Management Branch and S i l v i c u l t u r e  and P r o te c t io n  
B ranch .
A S t r u c t u r a l  P a t t e r n
A lthough th e  examples g iven in  th e  p re c e e d in g  s e c t io n s  
i l l u s t r a t e  a number o f  im p o r ta n t  v a r i a t i o n s  in  th e  way a f o r e s t  s e r v ic e  
can be o rg a n iz e d ,  th e re  i s  n e v e r t h e l e s s  a d i s t i n c t  p a t t e r n  o f  o rgan ­
i z a t i o n a l  s t r u c t u r e  a p p a re n t .
The o p e r a t io n a l  s e c t io n s  o f th e  f o r e s t  s e r v ic e ,  in  th e  
f i e l d ,  a re  o rg a n iz e d  as s im p le , a lm ost c l a s s i c a l  b u re a u c ra c ie s .  In  
the  A u s t r a l ia n  s i t u a t i o n ,  th e se  s e c t io n s  o f  th e  o rg a n iz a t io n  w i l l  
u s u a lly  be o p e ra t in g  under r e l a t i v e l y  s t a b l e  e n v iro n m en ta l c o n d it io n s .  
Hence th e  o r g a n iz a t io n a l  type  i s  in  acco rdance  w ith  th e  e x p e c ta t io n s  
o f Lawrence and Lorsch (1967) as o u t l in e d  in  C hap ter 3. O b je c tiv e s  
and p o l i c i e s  a re  g e n e ra lly  c l e a r  and o f lo n g  s ta n d in g .  There i s  a 
s in g le  and c l e a r  chain  of command and th e  r e s p o n s i b i l i t i e s  and numbers 
o f  s u b o rd in a te s  a t ta c h e d  to  a s u p e rv is o r  a re  f r e q u e n t ly  good exam ples 
o f  o rg a n iz a t io n  a cc o rd in g  to  th e  c l a s s i c a l  th e o ry .^
At th e  h e a d q u a r te rs  o r e x e c u tiv e  l e v e l  o f  th e  f o r e s t  s e rv ic e  
o rg a n iz a tio n s  exam ined we can see  a tendency  tow ards d i f f e r e n t i a t i o n .  
T his i s  o b v io u s ly  b ro u g h t about by th e  p r o l i f e r a t i o n  o f s p e c ia l i z a t io n  
in  an in c r e a s in g ly  te c h n ic a l  w o rld . But th e  In f lu e n c e  o f v a r ia t io n  
in  i n t e n s i t y  o f management has a ls o  been I n d ic a te d .  L a rg e ly  in d ep en d en t 
o f th e  degree  o f d e c e n t r a l i z a t io n  p r a c t i s e d  by the  f o r e s t  s e r v ic e ,  th e  
more h ig h ly  d i f f e r e n t i a t e d  s t r u c t u r e s  occu r in  th o se  f o r e s t  s e rv ic e s  
w ith  th e  need  f o r  more in te n s iv e  management.
Four m ajor fu n c t io n s  a re  common in  one form o r  a n o th e r  in  
th e  f o r e s t  s e r v i c e  as t y p i f i e d  by our exam ples ,  F o re s t  Management,
1 H avel (1964) has n o te d  th e  low r a t i o  o f  te c h n ic a l  to  p r o f e s s io n a l  
s t a f f ,  w hich r e f l e c t s  a sh o r ta g e  o f s t a f f  in  th e  te c h n ic a l  c a te g o ry  
r a th e r  th an  an o r g a n iz a t io n a l  o b je c t iv e .
S i l v i c u l t u r e  o r  B i o l o g i c a l  a s p e c t s  o f  F o r e s t r y ,  M a rk e t in g  o f  F o r e s t  
P r o d u c t s ,  and  A d m i n i s t r a t i o n .  These a r e  g rouped  o r  r e p r e s e n t e d  in  
d i f f e r e n t  w ays ,  w i th  a  te n d e n c y  to  combine t h e  r o u t i n e  f o r e s t r y  work 
o f  t h e  s e r v i c e  i n t o  an " o p e r a t i o n s "  b r a n c h .
R e s e a rc h  i s  r e p r e s e n t e d  t o  v a r y i n g  d e g re e s  i n  t h e  f o r e s t  
s e r v i c e  o r g a n i z a t i o n  b u t  we have  s e e n  no  example i n  t h e  n o rm a l  f o r e s t  
s e r v i c e  o f  a  r e s e a r c h  f u n c t i o n  u n d e r  which a l l  i n v e s t i g a t i o n a l  
a c t i v i t i e s  a r e  a d m i n i s t e r e d .  I n s t e a d  r e s e a r c h  b ra n c h e s  i n  v a r i o u s  
f u n c t i o n s ,  as r e q u i r e d ,  a r e  common. W ith in  t h e  one f o r e s t  s e r v i c e  
we have  s e e n  up t o  f o u r  d i f f e r e n t  r e s e a r c h  g ro u p s .
The o v e r a l l  p a t t e r n  o f  f o r e s t  s e r v i c e  o r g a n i z a t i o n  a p p e a r s  
t o  be a s t r o n g l y  c e n t r a l i z e d  one , w i th  " to p  h e a v y "  t e c h n i c a l  r e p r e ­
s e n t a t i o n  a t  h e a d q u a r t e r s  and s im p le  d i s t r i c t  o r g a n i z a t i o n a l  s t r u c t u r e s .  
The f o r e s t  s e r v i c e s  exam ined  m ig h t  be c i t e d  as  exam ples  o f  th e  
A u s t r a l i a n  " c h a r a c t e r i s t i c  t a l e n t "  f o r  b u r e a u c r a c y ,  s e e n  by D av is  (1 9 5 8 ) .  
I t  i s  a l s o  c l e a r  t h a t  t h e  deve lopm en t o f  f o r e s t  s e r v i c e  o r g a n i z a t i o n s ,  
a t  l e a s t  a t  t h e  h e a d q u a r t e r s  l e v e l ,  "h as  i t s  r o o t s  . . .  i n  d e v e lo p in g  
t e c h n o l o g y " .
T h is  b u r e a u c r a t i c  te n d e n c y  h a s  a marked e f f e c t  on t h e  m anner 
i n  w hich any t e c h n o l o g i c a l  advance  i s  a d o p te d .  R a th e r  t h a n  th e  e s t a b ­
l i s h m e n t  o f  p o o l s  o f  a s s o c i a t e d  s k i l l s  a v a i l a b l e  t o  th e  w hole  o r g a n ­
i z a t i o n  (and  even  to  o t h e r  o r g a n i z a t i o n s )  a  new s u b - s e c t i o n  of  t h e  
e x i s t i n g  o r d e r  o f  d i f f e r e n t i a t i o n  i s  s e t  up . And b e c a u s e  o f  t h e  
r e s t r a i n e d  com m unica tion  p a t t e r n s  o f  a b u r e a u c r a c y ,  such  a s u b - s e c t i o n  
must be o f  r e s t r i c t e d  v a lu e  t o  o t h e r  th a n  t h e  f u n c t i o n  i n  which i t  i s  
e s t a b l i s h e d .
Some f a c i l i t i e s ,  su ch  as e l e c t r o n i c  co m p u tin g ,  may be  so  
e x p e n s iv e  t h a t  t h e i r  d u p l i c a t i o n  w i t h i n  th e  o r g a n i z a t i o n  i s  i m p r a c t i c ­
a b l e .  B a r r i e r s  t o  com m unica t ion  a r e  b r e a c h e d  i n  t h e  cau se  o f  economy.
However i t  i s  i n e v i t a b l y  t r u e  t h a t  t h e  f u n c t i o n  i n  w hich  a newly 
a d o p te d  t e c h n i c a l  f a c i l i t y  i s  i n c o r p o r a t e d  w i l l  dom ina te  i t s  u s e ,  
and th e  i n c o n v e n ie n c e  a t t e n d a n t  upon i t s  u se  by o t h e r  f u n c t i o n s  o f  
t h e  o r g a n i z a t i o n  w i l l  a t  l e a s t  s lo w  t h e  a d o p t io n  o f  what may w e l l  
be  im proved  t e c h n o lo g y .  This  t e n d e n c y  to w a rd s  i n s u l a r i t y  o f  s u b ­
s e c t i o n s  i s  o f  c o u r s e  one o f  th e  w e l l  known d y s f u n c t io n s  o f  th e  
b u r e a u c r a t i c  fo rm  o f  o r g a n i z a t i o n .
R e s e a rc h  g roups  w i l l  s u f f e r  as a  r e s u l t  o f  t h i s  d y s ­
f u n c t i o n .  The p ro b le m s  f o r  r e s e a r c h  a r e  d i s c u s s e d  i n  d e t a i l  i n  t h e  
f o l l o w i n g  c h a p t e r .
The p a t t e r n  o f  o r g a n i z a t i o n ,  t h e  o r g a n i z a t i o n a l  s t r u c t u r e ,  
i s  b a s i c a l l y  t h e  r e s u l t  o f  p l a n n in g  f o r  com m unication  and c o n t r o l .
In  a  s t r i c t  b u r e a u c r a c y  n o t  on ly  t h e  e s t a b l i s h e d  s t r u c t u r e  b u t  
w r i t t e n  r u l e s  d e te r m in e  t h e  com m unica tion  c h a n n e ls  a v a i l a b l e  to  
members. However t h e  f o r m a l i t y  o f  such  a sy s te m  n e e d  n o t  n e c e s s a r i l y  
p r e v e n t  t h e  c o - o p e r a t i o n  o f  members. W e t t e n h a l l  (1974) h a s  q u o te d  
B aker (1972) a s  show ing  how, i n  t h e  h e a d q u a r t e r s  o f  a governm ent 
d e p a r tm e n t  i n  t h e  U n i te d  Kingdom, t h e  d a y - to - d a y  w ork ing  s y s te m  i s  
l a r g e l y  u n d e f i n e d ,  a l th o u g h  s u b j e c t  t o  th e  b r o a d  fram ew ork o f  t h e  
o r g a n i z a t i o n .  The i n f o r m a l i t y  o f  w o rk in g  r e l a t i o n s h i p s  a p p e a r s  a t  
t h a t  l e v e l  o f  a  governm en t  o r g a n i z a t i o n  where t h e  work i s  m a in ly  
" a d a p t i v e / c r e a t i v e " . The r i g i d i t i e s  o f  th e  b u r e a u c r a t i c  sy s te m  a r e  
b ro k e n  down "when i n t e l l i g e n t  and d e d ic a t e d  p e o p le  choose  t o  work 
t o g e t h e r  I n  team s f o r  t h e  common good".
One w ould  ho p e  t h i s  a p p l i e s  i n  t h e  n o rm a l  f o r e s t  s e r v i c e  
s i t u a t i o n ,  and t h e r e  a r e  p ro b a b ly  many p e r s o n a l  e x p e r i e n c e s  among 
p r o f e s s i o n a l  f o r e s t e r s  t o  co n f i rm  t h a t  i t  d o e s .
T h is  i n e v i t a b l y  l e a d s  to  t h e  q u e s t i o n  o f  w h e th e r  o r  n o t  i t
i s  s u f f i c i e n t  t o  a l lo w  such  c o - o p e r a t i o n  and team  work t o  be  f o r c e d  
to  ta k e  p l a c e  d e s p i t e  an u n d e r l y i n g  o r g a n i z a t i o n a l  s t r u c t u r e  t h a t  
im pedes i t .  The s o l u t i o n  may n o t  be  a s  s im p le  as i t  a p p e a rs  on th e  
s u r f a c e .  W e t t e n h a l l  (1974) has  a s k e d ,  "G iven  t h a t  t h e  b u r e a u c r a t i c  
sy s te m  d e v e lo p e d  t o  h e l p  us  a c h ie v e  a h i g h e r  s o c i a l  o r d e r ,  how can  
we e n s u r e  t h a t  i t s  abandonment w i l l  n o t  r e s u l t  i n  a s l i p p i n g  b a c k  
to w ard s  a r b i t r a r i n e s s ,  f a v o u r i t i s m ,  and i r r a t i o n a l i t y  i n  p u b l i c  
a d m i n i s t r a t i o n ? "
We w i l l  exam ine t h i s  q u e s t i o n  and p o s s i b l e  answ ers  w i th  
r e s p e c t  t o  a  f o r e s t  s e r v i c e  i n  a  l a t e r  c h a p t e r .
CHAPTER EIGHT
RESEARCH AND THE FOREST SERVICE
F o r e s t r y  i s  a  p r o f e s s i o n  o f  lo n g  s t a n d i n g  i n  E uropean  
s o c i e t y ,  and  one whose p r a c t i c e s  have  become synonomous w i th  s t a b i l i t y  
and  c o n s e r v a t i s m  i n  th o se  o l d e r  p o l i t i c a l  c o m m u n it ie s .  Even w here  
f o r e s t r y  h a s  b e e n  a d o p te d  a s  a r e q u i r e m e n t  o f  n a t u r a l  r e s o u r c e  manage­
ment i n  new er  n a t i o n s  w i th  v a s t l y  d i f f e r e n t  f o r e s t  and  econom ic c o n d i t ­
i o n s ,  th e  p r o f e s s i o n  h as  b r o u g h t  w i th  i t  a t  l e a s t  some o f  t h e s e  c h a r a c t e r ­
i s t i c s .  B ecause  r e s e a r c h  i s  a s s o c i a t e d  w i th  change i t  may a p p e a r  to  con­
f l i c t  w i th  t h e s e  more c o n v e n t i o n a l  c h a r a c t e r i s t i c s  o f  f o r e s t r y .
R e s e a rc h  h a s  been  d e f i n e d ,  b r o a d l y  and d e s c r i p t i v e l y ,  a s  
c a r e f u l ,  s y s t e m a t i c ,  p a t i e n t  s tu d y  and i n v e s t i g a t i o n  i n  a f i e l d  o f  
k now ledge , u n d e r ta k e n  to  e s t a b l i s h  f a c t s  o r  p r i n c i p l e s  (Muncey, 1 9 7 4 ) .
I t  would be  v e ry  wrong to  s u g g e s t  t h a t  r e s e a r c h ,  a c c o r d in g  to  t h i s  
d e f i n i t i o n ,  h a s  n e v e r  b e e n  p ro m in e n t  i n  t h e  f i e l d  o f  f o r e s t r y .  D u r in g  
th e  p a s t  h a l f  c e n tu r y  r e s e a r c h  i n  f o r e s t r y  h a s  b e e n  i n c r e a s i n g l y  r e c o g ­
n i s e d  as b o th  d e s i r a b l e  and n e c e s s a r y  i n  o r d e r  to  p e r m i t  im proved  
u t i l i z a t i o n  o f  n a t u r a l  r e s o u r c e s .
We have  s e e n  th e  a d v e n t  o f  th e  s p e c i a l i s t  r e s e a r c h  w o rk e r  
i n  many f i e l d s ,  and  th e  o u t s t a n d i n g  r e s u l t s  w hich  have  b e e n  a c h ie v e d  
by such  s p e c i a l i s t s ,  f i r s t l y  i n  t h e  u n d e r s t a n d in g  o f  n a t u r a l  phenomena 
and  th e n c e  i n  th e  i n v e n t i o n  o f  new p r o c e s s e s  o r  th e  s o l v i n g  o f  p rob lem s 
b a s e d  on t h i s  new know ledge . The r e s u l t  h a s  b een  n o t  o n ly  an a c c e p ta n c e  
o f  s c i e n t i f i c  r e s e a r c h  a s  a f e a t u r e  o f  m odem  s o c i e t y  b u t  a c e r t a i n  
" g l a m o u r i z i n g ” o f  th e  te rm  r e s e a r c h .
1 D e s p i t e  t h i s  g e n e r a l  a c c e p t a n c e ,  i t  s h o u ld  be  n o t e d  t h a t " r e s e a r c h "  
i s  s t i l l  r e g a r d e d  a s  a  form  o f  " lu x u r y "  i n  some q u a r t e r s .  R e se a rc h  
e x p e n d i t u r e  i s  n o r m a l ly  one o f  t h e  f i r s t  a r e a s  to  be  c u t  b a c k  i n  
any p e r i o d  o f  f i n a n c i a l  r e s t r a i n t .
R e se a rc h  i s  n o t  an  o c c u p a t io n  w hich can be d e f i n e d  o r  
encom passed  by a c l e a r  s e t  o f  l i m i t s .  However i t  i s  common p r a c t i c e  
to  s u b d iv id e  r e s e a r c h  work i n t o  " b a s i c "  and a p p l i e d " .  The fo rm e r ,  
a l s o  r e f e r r e d  to  as " p u re  r e s e a r c h " ,  i s  i n v o lv e d  w i th  th e  a c q u i s i t i o n  
o f  know ledge o r  new f a c t s  i n  a  f i e l d  o f  s t u d y .  The l a t t e r  i s  i n v o lv e d  
w i th  th e  a p p l i c a t i o n  o f  b a s i c  know ledge to  e v e ry d a y  p ro b le m s ,  i n c l u d ­
i n g  th e  i n v e n t i o n  o f  new p r o c e s s e s .  O b v io u s ly  th e  two m ust a t  t im e s  
o v e r l a p .
In  a d d i t i o n  we a re  a l s o  c o n f r o n t e d  v e ry  f r e q u e n t l y  i n  
f o r e s t r y  w i th  a n o t h e r  ty p e  o f  r e s e a r c h  which m ig h t  be d e s c r i b e d  a s  
" e m p i r i c a l "  r e s e a r c h .  In  t h i s  form  e x p e r im e n t s  a r e  c o n d u c te d  w i th  
a  c e r t a i n  a im , and th e  o b s e r v a t i o n s  made a r e  u se d  to  d e te rm in e  th e  
b e s t  m eans, t e c h n i c a l l y  and e c o n o m ic a l ly ,  o f  a c h ie v in g  such  an a im . 
Such e x p e r im e n ts  a r e  n o t  d e p e n d en t  upon an u n d e r s t a n d in g  o f  th e  
b a s i c  r e a s o n s  f o r  t h e  r e s u l t s .  I t  i s  p r o b a b le  t h a t  i n  t h e  p a s t  most 
a d v an ces  i n  f o r e s t r y ,  as i n  m ost o t h e r  f i e l d s ,  w ere  made as t h e  d i r e c t  
r e s u l t  o f  t h i s  e m p i r i c a l  a p p ro a c h  to  e x p e r i m e n t a t i o n .  The f i e l d  o f  
b io lo g y  w i th  w h ich  f o r e s t r y  i s  a s s o c i a t e d  i s  go g r e a t  t h a t  a p p r e c i a b l e  
g a in s  can  s t i l l  be  made u s in g  t h i s  a p p ro a c h .  S t i l l ,  t h e  a p p l i c a t i o n  
of  p u re  s c i e n t i f i c  r e s e a r c h ,  a im ed a t  b e t t e r  u n d e r s t a n d in g  o f  b i o l o g ­
i c a l  p r i n c i p l e s ,  h a s  much g r e a t e r  p o t e n t i a l .  F o r  t h i s  r e a s o n  t h e r e  
h a s  been  i n c r e a s i n g  a c c e p ta n c e  w i t h i n  f o r e s t r y  o r g a n i z a t i o n s  o f  th e  
n e e d  f o r  s c i e n t i f i c  r e s e a r c h  and h ence  th e  employment o f  s p e c i a l i s t  
r e s e a r c h  w o r k e r s .
The n a t u r e  o f  b a s i c  r e s e a r c h  work h a s  n o t  l e n t  i t s e l f  to  
r ea d y  a c c e p ta n c e  w i t h i n  th e  b u r e a u c r a t i c  ty p e  o f  o r g a n i z a t i o n  w hich  
we have  seen  to  be  t y p i c a l  o f  f o r e s t  s e r v i c e s .  The r e s u l t  h a s  been  
t h a t  d e s p i t e  th e  u r g e n t  recom m enda tions  o f  f o r e s t r y  c o n f e r e n c e s  s i n c e  
th e  1920s ,  l i t t l e  b a s i c  r e s e a r c h  has  b een  u n d e r ta k e n  i n  A u s t r a l i a n
forestry problems until relatively recent years. Fielding et at 
(1958) have indicated that advances in forest research, relative to 
those in the related field of forest products research, were very 
much less significant between the years 1928 and 1958.
It appears that the need for more and better quality 
research was recognized by Australian forestry authorities, but the 
implementation of measures to obtain it, wherever attempted, were 
far from successful.
Requirements for Effective Research
It might not be fair to say that research calls for more 
concentrated effort or higher skills from the individual or for more 
dedicated teamwork than other forms of human endeavour. However, it 
is often considered that a specific requirement of research is the 
rare human characteristic of creativity or inventiveness. Muncey 
(1974) has recalled the notion that "creativity cannot be confined, 
straight-jacketed or regimented". This is the first factor which 
must be considered when defining the requirements for effective 
research.
This should not be taken to imply that the optimum research 
results will only be obtained in a completely unorganized situation. 
With increasingly expensive manpower and equipment costs, and an 
inevitably decreasing rate of return in the way of significant results 
as a field of research is exhausted, the need for an effective means 
of directing and controlling research expenditure is of increasing 
importance to the public interest. The methods of organization 
tried and found effective will be dealt with later. Firstly the 
conditions which affect the individual in the research field of
employment will be considered.
Fielding et aZ (1958) have stated that the most important 
conditions in this regard are those which create a satisfactory 
research environment. They suggest that this may be done through the 
following measures:-
1. Creation of career opportunities in the research 
field, with promotion dependent very largely upon 
merit, thus providing the necessary incentive.
2. Delegation of responsibility for choice of work and 
method of working down to the individual level as 
far as is practical.
3. Provision of the administrative machinery for super­
vising such a system and the completely flexible 
organizational establishment required.
Conditions which favour the competent research worker are 
all important in creating the successful research environment. Not 
only is it essential for work to proceed in the virtual absence of 
administrative and other routine diversions, but the salary of the 
individual must be related to his professional standing and capacity 
for output. Any advance in salary must be in accord with the relative 
efforts and achievements of the individual within the organization. 
Salary levels in similar research institutions for comparable levels 
of skill and degree of achievement should be competitive. This is 
particularly important where the members of institutions are in close 
association both professionally and geographically.
It is also desirable to recognize that an individual may 
move in and out of research type activity at various stages of his 
career. This should be possible without severe disadvantage to the
individual.
Fielding et dl have noted that such conditions are contrary 
to those applying in normal government employment. It is in this 
category of employment that the vast majority of forestry research 
workers are found. The simple solution proposed by these authors in 
1958 with regard to the upgrading of Australia’s basic forestry 
research effort, was to transfer the Forest Research Institute from 
the Forestry and Timber Bureau to the CSIRO (where the desirable 
conditions already existed), as a separate division of that organization. 
This move was eventually made in 1975.
Problems of Research Workers in Forestry
Some of the statements in the preceeding section have 
already indicated major problems facing research workers in forest 
services, at least in government departments. There are however some 
special factors which apply to working conditions in forest services, 
which shall now be considered.
In the first place there is the most obvious condition of 
isolation. Forestry, with its widespread resource responsibility, 
has more professional isolation for its members than most other 
professional fields. Not only is isolation the result of widely 
dispersed work centres, but the small staff establishments which are 
available to most forest services is an important contributing factor.
Another factor is that of time. The long term nature of 
many forestry projects means that staff continuity is a definite 
problem. It means that staff are most desirably left stationed in 
the one location for lengthy periods of their career. Any departure 
from this, and there are many examples, inevitably means a faltering 
of control and diversion from original forest planning aims.
The e f f e c t  o f th e  f a c to r s  o f  i s o l a t i o n  and tim e i s  p ro b ab ly  
le s s  on in d iv id u a l  re se a rc h  w orkers th an  on th e  im p lem en ta tio n  o f t h e i r  
r e s u l t s .  The p ro v is io n  of f a c i l i t i e s  and f in a n c e  i s  le s s  o f a problem  
in  f o r e s t r y  th a n  in  many o th e r  f i e l d s  o f r e s e a r c h .
C e n tra l iz e d  c o n t ro l  can le a d  to  s e v e re  r e s t r i c t i o n  in  the  
n a tu re  o f problem s a re s e a rc h  w orker must d e a l  w ith . I f  answ ers a re  
demanded to  p e rm it d i r e c t  a p p l ic a t io n  to  o p e ra t io n s ,  t h i s  can be a 
r e s t r i c t i n g  in f lu e n c e  on th e  s ty l e  o f th e  in d iv id u a l ,  and h i s  p e r ­
form ance w i l l  tend  to  be judged  by h i s  a b i l i t y  to  b le n d  in to  such a 
r e s t r i c t i n g  work env ironm en t.
The c a re e r  o p p o r tu n i t ie s  in  most f o r e s t  s e r v ic e s  a re  l im ite d  
fo r  re s e a rc h  w o rk ers . A very  sm a ll number o f th o se  who become 
in v o lv e d  in  re s e a rc h  can p ro ceed  to  th e  h ig h e r  s a la r y  le v e ls  in  the  
b u re a u c ra c y  o f a f o r e s t  s e r v ic e .  T h is means t h a t  f o r  th e  most p a r t  
re s e a rc h  o p p o r tu n i t ie s  a re  r e s t r i c t e d  to  ju n io r  o f f i c e r s  o r to  tho se  
who a re  p re p a re d  to  a cc ep t th e  in e v i ta b ly  low c e i l in g  on t h e i r  s a l a r y .
R e la te d  to  t h i s  problem  i s  th e  f a c t  t h a t  once an in d iv id u a l  
embarks on a re s e a rc h  ta s k ,  th e  d u t ie s  a re  such th a t  e x p e r ie n c e  i s  
n o t ga ined  in  a d m in is tr a t io n  and o th e r  r o u t in e  m a tte rs  which a re  
a norm al req u ire m en t fo r  advancem ent in  th e  n o n -re s e a rc h  s e c to r s  o f 
th e  f o r e s t  s e r v ic e .  Hence an o f f i c e r  r i s k s  c a re e r  problem s in  th e  
fu tu r e  i f  he chooses to  e n te r  th e  re s e a rc h  f i e l d .  S im ila r  problem s 
can c o n fro n t an o f f i c e r  who develops th e  p e rs o n a l  d e s i r e  to  engage in  
r e s e a rc h  ta s k s  a t  a l a t e r  s ta g e  o f h i s  c a r e e r .
R eco g n itio n  o f u n d e s ira b le  s a la r y  r e s t r i c t i o n s  has le a d  to  
some im provement in  some governm ent s e rv ic e s  in  A u s t r a l i a  d u rin g  
r e c e n t  y e a r s .  P ro v is io n  has been made fo r  advancem ent beyond an 
" e f f ic ie n c y  b a r r i e r "  dependent upon an o f f i c e r  g a in in g  a d d i t io n a l  
q u a l i f i c a t i o n s .  These q u a l i f i c a t i o n s  a re  such as may be o b ta in e d  in
t h e  n o rm a l  l i n e s  o f  s c i e n t i f i c  r e s e a r c h  work and h e n c e  remove some 
o f  th e  p r e v i o u s  s a l a r y  r e s t r i c t i o n s  p l a c e d  upon w o rk e rs  i n  r e s e a r c h  
s e c t i o n s .
Types o f  R e s e a rc h  O r g a n iz a t io n
I n  th e  p r e v io u s  c h a p t e r  exam ples  were g iv e n  o f  f o r e s t  
s e r v i c e  o r g a n i z a t i o n s  i n  which r e s e a r c h  r e c e i v e d  v a r y i n g  t r e a t m e n t ,  
from  s m a l l  g roups a t t a c h e d  to  p a r t i c u l a r  f o r e s t  s e r v i c e  f u n c t i o n s  t o  
w hole  f u n c t i o n a l  d i v i s i o n s  t r e a t i n g  a p a r t i c u l a r  f i e l d  o f  r e s e a r c h .
These r e p r e s e n t e d  th e  e x tre m e  c a se s  o f  r e s e a r c h  e f f o r t s  among 
A u s t r a l i a n  f o r e s t  s e r v i c e s .  In  no c a se  does a f o r e s t  s e r v i c e  p r o v id e  
a s p e c i a l  r e s e a r c h  o r g a n i z a t i o n  a d m i n i s t e r i n g  t o  a l l  i t s  r e s e a r c h  
r e q u i r e m e n t s .
D e s p i te  th e  p o s s i b i l i t y  o f  v a r y i n g  p h i l o s o p h i e s  w i th  
r e s p e c t  t o  r e s e a r c h  i n  t h e  d i f f e r e n t  f o r e s t  s e r v i c e s ,  a l l  h a v e  been  
a d m i n i s t e r e d  u n d e r  t y p i c a l  p u b l i c  s e r v i c e  b u r e a u c r a c i e s .  The d i s a d ­
v a n ta g e s  o f  t h i s  ty p e  o f  o r g a n i z a t i o n  f o r  r e s e a r c h  h a v e  b e e n  i n d i c a t e d  
i n  th e  p r e c e e d i n g  s e c t i o n .  F i e l d i n g  e t  a t  (1958) h av e  p r o v id e d  a 
v i v i d  exam ple  o f  t h e  s h o r tc o m in g s  f o r  r e s e a r c h  e f f e c t i v e n e s s  i n  t h e  
c a se  o f  t h e  F o r e s t  R e se a rc h  I n s t i t u t e .  I n  t h a t  p a p e r  th e y  recommended 
a s o l u t i o n ,  f o r  F . R . I . ,  o f  t r a n s f e r  t o  CSIRO. I n  t h e  c i r c u m s t a n c e s ,  
i t  seems l a m e n ta b l e  t h a t  i t  s h o u ld  h av e  t a k e n  a lm o s t  tw e n ty  y e a r s  t o  
a c c o m p lis h  t h a t  r e l a t i v e l y  s im p le  ch an g e .  T h is  i s  n o t  to  s a y ,  how ever ,  
t h a t  much good work h a s  n o t  b een  a c c o m p lis h e d  by t h a t  o r g a n i z a t i o n  i n  
t h e  m ean tim e. I t  w i l l  t a k e  some y e a r s  to  gauge j u s t  how much d i f f e r e n c e
to  r e s e a r c h  e f f e c t i v e n e s s  t h i s  change w i l l  make.
Such a s o l u t i o n  i s  n o t  p o s s i b l e  f o r  r e s e a r c h  g roups  c u r r e n t l y  
e s t a b l i s h e d  w i th  most o t h e r  f o r e s t  s e r v i c e s .  A lth o u g h  c r i e s  f o r  
autonomy h a v e  b een  h e a rd  a t  t im es  from  even  th e  s m a l l e r  g r o u p s ,  m ost 
members o f  t h e s e  groups h av e  a s t r o n g  s e n s e  o f  l o y a l t y  t o  t h e i r  o r g a n ­
i z a t i o n  as a  w h o le ,  and s e e k  im provem ents  o f  a l e s s  d r a s t i c  n a t u r e .
The more im m ed ia te  and p r a c t i c a l  r e s e a r c h  r e q u i r e m e n ts  o f  f o r e s t  
s e r v i c e s ,  a t  l e a s t  i n  t h e  A u s t r a l i a n  p u b l i c  s p h e r e ,  a r e  ham pered  by 
a d m i n i s t r a t i v e  p r a c t i c e s  which do n o t  p rom o te  a s a t i s f a c t o r y  r e s e a r c h  
e n v i r o n m e n t .
Muncey (1974) h a s  lo o k ed  a t  t h e  p ro b le m  o f  o r g a n i z a t i o n  
f o r  r e s e a r c h  on a w o r ld -w id e  b a s i s  and found  a number o f  p a t t e r n s  
o f  r e s e a r c h  o r g a n i z a t i o n  which work e f f e c t i v e l y .  He r e c o g n i z e s  th e  
n eed  t o  c o n s i d e r  t h e  v a r i a t i o n  i n  p h i lo s o p h y  be tw een  d i f f e r e n t  com­
m u n i t i e s  w hich  w i l l  i n f l u e n c e  th e  a c c e p t a b i l i t y  o f  a p a r t i c u l a r  form  
o f  o r g a n i z a t i o n .
In  o r d e r  to  make th e  a s s e s s m e n t  o f  an o r g a n i z a t i o n  a 
p r a c t i c a l  t a s k  he  h a s  c o n s id e r e d  o n ly  f o u r  m ajo r  c r i t e r i a  i n  which 
th e  p a t t e r n  can v a r y .  These a r e :  -
1 F o r e s t r y  i s  n o t  t h e  on ly  f i e l d  o f  governm ent I n  w hich r e s e a r c h
p l a y s  a s i g n i f i c a n t  r o l e .  I t  would be an i n t e r e s t i n g  e x e r c i s e  t o  
compare r e s e a r c h  e s t a b l i s h m e n t s  i n  th e  v a r i o u s  b u r e a u c r a c i e s  
r e l a t i v e  t o  t h e i r  e f f e c t i v e n e s s  -  w ere  t h i s  p o s s i b l e .  From an 
o u t s i d e r ' s  p o i n t  o f  v ie w ,  much good work a p p e a r s  t o  be  done i n  th e  
f i e l d s  o f  G eo logy , M in e ra l  R e s o u r c e s ,  D efence  and M e te o ro lo g y ,  t o  
name a few a t  F e d e r a l  Government l e v e l .  Not a l l  i s  c o m p le te ly  
s a t i s f a c t o r y  i n  t h e s e  i n s t i t u t i o n s ,  h o w e v e r ,  as  e v id e n c e d  by  r e p o r t s  
r e g a r d in g  th e  B ureau  o f  M e te o ro lo g y  ( J u d d e r y ,  197 6 ) .  A lso  n o t e ­
w o r th y  was th e  v e ry  s t r o n g  r e a c t i o n  by CSIRO o f f i c e r s  t o  t h e  
p ro p o s e d  i n c o r p o r a t i o n  o f  one o f  i t s  D i v i s i o n s  w i t h i n  t h e  D e p a r t ­
ment o f  M in e ra ls  and Energy d u r in g  1975. O b v io u s ly  t h e  p l a y  o f  
p e r s o n a l i t i e s  h a s  a s i g n i f i c a n t  e f f e c t  i n  t h e s e  c a s e s  o f  d i s c o n ­
t e n t ,  and  can c e r t a i n l y  i n f l u e n c e  th e  e f f e c t i v e n e s s  o f  r e s e a r c h  
p e r fo rm a n c e  in d e p e n d e n t  o f  t h e  o r g a n i z a t i o n a l  s t r u c t u r e .
1. The r e s e a r c h  g o a l  o r  b e n e f i c i a r y .
2 .  The p r im a ry  a l l e g i a n c e  o f  t h e  r e s e a r c h  g ro u p .
3. The b a s i s  o f  c h o o s in g  r e s e a r c h  p r o j e c t s .
4 . The sy s tem  o f  s e l e c t i n g  and p ro m o t in g  r e s e a r c h  
p e r s o n n e l .
With f o u r  o r  f i v e  c l a s s e s  o r  p o s s i b i l i t i e s  f o r  each  c r i t e r i a ,  a s  
w e l l  as  m u l t i p l e s  o f  c l a s s e s  w i t h i n  each  c r i t e r i a ,  t h e r e  a r e  o b v io u s ly  
h u n d re d s  o f  p a t t e r n s  a v a i l a b l e .  Muncey h a s  r e c o g n iz e d  o n ly  a b o u t  t e n  
i n  h i s  w o r ld -w id e  s u rv e y .  The i m p o r t a n t  c r i t e r i a  w i th  r e g a r d  t o  
r e s e a r c h  e n v iro n m e n t  a r e  th e  t h i r d  and f o u r t h  i n  t h i s  l i s t .
The m anner o f  s e l e c t i n g  r e s e a r c h  p r o j e c t s  shows c o n s i d e r a b l e  
v a r i a t i o n .  A t one ex trem e  p r o j e c t s  may be l a r g e l y  d e t a i l e d  by 
s p o n s o rs  s e e k i n g  asnw ers  to  p a r t i c u l a r  p rob lem s o r  means o f  a c h ie v in g  
a p a r t i c u l a r  r e s u l t .  At th e  o t h e r  e x tre m e  p r o j e c t  s e l e c t i o n  may be 
l e f t  to  t h e  i n d i v i d u a l  r e s e a r c h  w o rk e r ,  w o rk in g  o f  c o u rs e  i n  h i s  own 
s p e c i a l i s t  n i c h e .  Commonly, r e s e a r c h  programmes and even  i n d i v i d u a l  
p r o j e c t s  w i l l  be  s u b m i t te d  t o  a  f o rm a l  a p p ro v in g  a u t h o r i t y ,  and 
s u b m is s io n s  may be  s u b j e c t e d  t o  c o s t - b e n e f i t  ty p e  a p p r a i s a l  i n  th e  
c o u rs e  o f  a c c e p ta n c e  o r  r e j e c t i o n .
S t a f f  s e l e c t i o n  and p ro m o t io n  may ran g e  from th e  a p p o i n t ­
ment o f  t h e  b e s t  a v a i l a b l e  c a n d id a te  f o r  each  o f  a  f i x e d  a r r a y  o f  
p o s i t i o n s  (and  s a l a r i e s ,  th e  ' e s t a b l i s h m e n t ’ o f  an o r g a n i z a t i o n )  
t o  t h e  m ethod o f  s a l a r y  s e t t i n g  b a s e d  on l e v e l  o f  q u a l i f i c a t i o n s  and 
e x p e r i e n c e  f o r  new a p p o in tm e n t s ,  and p e rfo rm a n c e  on th e  jo b  f o r  
p ro m o t io n  d e s c r i b e d  as th e  ' m e r i t '  s y s te m .
The m ost common p a t t e r n  em erg ing  from t h i s  re v ie w  (Muncey 
1974) i s  t h a t  o f  i n d u s t r y  o r  governm ent d e p a r tm e n t  as t h e  p r im a ry  
b e n e f i c i a r y .  A l l e g i a n c e  i s  t o  a  governm ent d e p a r tm e n t  o r  s t a t u t o r y  
a u t h o r i t y  o f  t h e  governm ent and work i s  u n d e r ta k e n  on t h e  b a s i s  o f
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o f f i c i a l l y  ap p ro v ed  program mes. I t  i s  n o t a b l e  t h a t  Muncey s e e s  t h e  
A u s t r a l i a n  p a t t e r n  (CSIRO) as th e  o n ly  one w here s e l e c t i o n  o f  p r o j e c t s  
i s  l e f t  p r i m a r i l y  t o  th e  i n d i v i d u a l  r e s e a r c h  worker.'*" S e l e c t i o n  
and p ro m o t io n  o f  s t a f f  i s  th e  most u n i fo rm  e le m e n t  i n  s u c c e s s f u l  
r e s e a r c h  e s t a b l i s h m e n t s  a round  t h e  w o r ld ,  b e in g  b a s e d  on a p p o in tm e n ts  
on ly  on t h e  b a s i s  o f  h ig h  q u a l i t y  a p p l i c a n t s  and p ro m o tio n  b a s e d  on 
m e r i t .
Im p ro v in g  F o r e s t  R e se a rc h  E f f e c t i v e n e s s
The f o r e g o in g  s e c t i o n s  h av e  i n d i c a t e d  b r o a d l y  t h e  a r e a  i n  
w hich im m ed ia te  a t t e n t i o n  c o u ld  be  e x p e c t e d  t o  y i e l d  f a v o u r a b le  
r e s u l t s  i n  t h e  form o f  more e f f e c t i v e  r e s e a r c h .  The t a s k  i s  c o m p l i ­
c a t e d  by  th e  f a c t  t h a t  each  f o r e s t  s e r v i c e  l e a d e r s h i p  w i s h e s ,  n a t u r a l l y ,  
t o  r e t a i n  c o n t r o l  o v e r  i t s  r e s e a r c h  f u n c t i o n s .  The i d e a l ,  from  t h e  
r e s e a r c h  w o r k e r ' s  v i e w - p o i n t ,  o f  an antonomous body , i s  th u s  n o t  
a c c e p t a b l e .  In  t h e  c a s e  o f  t h e  F o r e s t  R e se a rc h  I n s t i t u t e ,  when 
a t t a c h e d  t o  t h e  F o r e s t r y  and Timber B u reau , th e  s i t u a t i o n  was q u i t e  
d i f f e r e n t ,  as h e re  th e  p a r e n t  body was n o t  i n v o lv e d  i n  r o u t i n e  f o r e s t  
o p e r a t i o n s .
The p o l i c y  o f  th e  n o rm a l f o r e s t  s e r v i c e  w i th  r e s p e c t  to  
r e s e a r c h  i s  f a i r l y  s im p ly ,  t o  f o s t e r  t h e  im p le m e n ta t io n  o f  sound 
f o r e s t r y  p r a c t i c e s  b a s e d  on b e s t  a v a i l a b l e ,  econom ic , t e c h n i c a l  and 
s c i e n t i f i c  k now ledge . But as T r i s t  (1955) h a s  s a i d ,  " t h e  u r g e n t  
n e c e s s i t y  t o  e v o lv e  and a p p ly  sound p r a c t i c e s  i n  t h e  f o r e s t s  d i s c o u r a g e s  
t h i s " .
1 From p e r s o n a l  o b s e r v a t i o n  and e x p e r i e n c e  t h i s  s t a t e m e n t  c a l l s
f o r  q u a l i f i c a t i o n .  O b v io u s ly  th e  v o ic e  o f  t h e  s p e c i a l i s t  s h o u ld  
be h e a r d  i n  t h e  p l a n n i n g  o f  p r o j e c t s .  U s u a l ly  th e  r e s p o n s i b l e  
s p e c i a l i s t  w i l l  be  t h e  one who can most c l e a r l y  s e e  t h e  i m p l i c a t i o n s  
as w e l l  as  d e t a i l e d  r e q u i r e m e n ts  i n  a  g iv e n  f i e l d  o f  t e c h n o lo g y .  
L eav ing  th e  s e l e c t i o n  o f  p r o j e c t s  e n t i r e l y  t o  t h e  s p e c i a l i s t  i s  o f  
c o u rse  im p o s s ib l e  f o r  r e a s o n s  o f  o v e r a l l  b u d g e t  c o n t r o l  w i t h i n  th e  
i n s t i t u t i o n  and  s i m i l a r  i m p l i c a t i o n s  on a w i d e r ,  p e rh a p s  n a t i o n a l ,  
s c a l e .  The w e ig h t  g iv e n  t o  t h e  s p e c i a l i s t s ’ p r o p o s a l s  i s  a v a r i a b l e  
w hich i s  a p p a r e n t l y  more i n  th e  c a s e  o f  CSIRO u n d e r  A u s t r a l i a n  
c o n d i t i o n s  th a n  i n  o t h e r  i n s t i t u t i o n s  o v e r s e a s .
In Chapter 6 it was intimated that the effectiveness of 
research result application varied between the state forest services, 
and that the strong centralized control of the Queensland Forest 
Service appeared to facilitate the direct and effective application 
of research results in the field. This virtually direct control 
over research has in fact forced work "along the lines of empirical 
research" (Trist, 1955). Although leading most rapidly to a good 
measure of sound forestry practice, it has also lead to the situation 
where further advance has been delayed more than it would otherwise 
have been had the development of fundamental knowledge of forest 
influences, etc., been given more attention at an earlier date.
In planning to improve the effectiveness of currently 
established forest research teams in forest services, at least 
under Australian conditions, we are faced with the major constraint 
of having to accept that these research teams will have to stay 
(organizationally) where they are. Considering the theory applied 
to research organization by Miller and Rice (1967) and outlined in 
Chapter 4 this pattern of organization can be seen as an advantage 
in that it is possible to keep distinct and closely controlled 
sentient and task boundaries. Theforest service, as a basicly 
scientific organization, will have the primary allegiance of research 
workers whose task boundary is project based within one of the 
research sections of the forest service, and whose scientific leader­
ship can be seen to come from within the particular functional 
speciality at headquarters level. This last condition will of course 
only be attained when the senior officer in the headquarters function
i s  i n  f a c t  an em inen t s c i e n t i s t  i n  t h e  p a r t i c u l a r  f i e l d .
The m ajo r  p rob lem  l i e s ,  as b o th  F i e l d i n g  e t  a t  (1958) and 
Muncey (1974) have  s t r e s s e d ,  i n  t h e  c r e a t i o n  o f  a s u i t a b l e  r e s e a r c h  
e n v i ro n m e n t .  T h is  en v iro n m en t  h a s  been  shown t o  depend v e ry  l a r g e l y  
on th e  e f f e c t  w hich  a d m i n i s t r a t i v e  c o n t r o l  o f  c a r e e r  s t r u c t u r e  h a s  
on th e  i n d i v i d u a l .
Two s t a t e  governm ent p u b l i c  s e r v i c e s  h av e  i n  r e c e n t  y e a r s  
i n t r o d u c e d  a " p e r s o n a l  s a l a r y "  b a s i s  o f  payment f o r  s c i e n t i f i c  o f f i c e r s  
w hich  i s  s i m i l a r ,  b u t  e f f e c t i n g  a s m a l l e r  ra n g e  o f  s a l a r i e s ,  t o  t h a t  
u se d  by CSIRO. T h is  means t h a t  o f f i c e r s  i n  t h e  f o r e s t  s e r v i c e s  o f  
t h e s e  s t a t e s  a r e  a b le  t o  make p r o g r e s s  i n  s a l a r y  in c r e m e n ts  by 
o b t a i n i n g  r e c o g n i t i o n  f o r  a d d i t i o n a l  q u a l i f i c a t i o n s  and s c i e n t i f i c  
r e s e a r c h  of an a c c e p t a b l e  s t a n d a r d .  The s y s te m  a p p l i e s  on a s e r v i c e  
w ide b a s i s  and b e n e f i t s  o f f i c e r s  i n  p o s i t i o n s  o t h e r  th a n  r e s e a r c h  
p o s i t i o n s  as w e l l .
W hile t h i s  i s  c e r t a i n l y  an advance  i t  i s  n o t  enough i n  i t s e l f .  
The a d d i t i o n a l  r e q u i r e m e n t  i s  f l e x i b i l i t y  i n  e s t a b l i s h m e n t  t o  p e r m i t  
a l l  o f f i c e r s ,  i n  t h e  r e s e a r c h  s e c t i o n s ,  i f  q u a l i f i e d ,  t o  have  c a r e e r  
o p p o r t u n i t i e s  p e r m i t t i n g  them t o  r e a c h  th e  h i g h e s t  l e v e l s .  T h a t  i s ,  
t h e  advancem ent o f  an o f f i c e r  m ust n o t  depend upon th e  a v a i l a b i l i t y  
o f  a p o s i t i o n  a t  t h e  n e x t  h i g h e s t  r an k  to  which he  i s  e l i g i b l e  th ro u g h  
q u a l i f i c a t i o n s .
1 I t  i s  u n f o r t u n a t e l y  a common e x p e r i e n c e  i n  th e  b u r e a u c r a c i e s  o f  
A u s t r a l i a n  f o r e s t  s e r v i c e s  t o  h a v e  a s e n i o r  o f f i c e r  p l a c e d  i n  
c h a rg e  o f  a  s p e c i a l i s t  group  w i t h o u t  h a v in g  had  any p a r t i c u l a r  
i n t e r e s t  o r  e x p e r i e n c e  i n  t h e  s p e c i a l i t y .  In  o t h e r  words t h e  
ap p o in tm e n t  may be  l i t t l e  more th a n  a p r o m o t io n a l  s t e p  i n  th e  
c a r e e r  of  th e  o f f i c e r  c o n c e rn e d ,  w i th  t h e  p a r t i c u l a r  q u a l i t i e s  
f o r  l e a d e r s h i p  i n  t h e  s p e c i a l i s t  group co n c e rn e d  b e in g  l a r g e l y  
o v e r lo o k e d  by  th e  p ro m o t in g  a u t h o r i t y .
There  i s  a f i n a l  p o i n t ,  as i n d i c a t e d  a g a in  by  b o th  F i e l d i n g  
e t  a t  (1958) and Muncey (1 9 7 4 ) ,  w hich i s  t h a t  a r e s e a r c h  w o rk e r  s h o u ld ,  
o p t i m a l l y ,  be d e l e g a t e d  th e  r e s p o n s i b i l i t i e s  o f  c h o o s in g  h i s  own 
m ethod of  w o rk in g ,  as w e l l  as h a v in g  a s u b s t a n t i a l  say  i n  t h e  p r o j e c t s  
w i th  w hich  he  i s  t o  w ork .
At f i r s t  s i g h t  th e  r e q u i r e m e n t  o f  a c o m p le te ly  f l e x i b l e  
o r g a n i z a t i o n a l  e s t a b l i s h m e n t  a p p e a rs  one w hich i s  o u t s i d e  t h e  p o s s i ­
b i l i t y  o f  a e c e p ta n c e  by th e  p u b l i c  s e r v i c e  b o a rd s  o f  to d a y .  However, 
i f  p r o v i s i o n  i s  made i n  th e  r e g u l a t i o n s  f o r  o f f i c e r s  t o  move b o th  
i n t o  and ou t  o f  r e s e a r c h  s e c t i o n s  w i t h o u t ,  f o r  exam p le ,  h a v in g  "u se d "  
t h e  r e s e a r c h  s e c t i o n  t o  g a in  advancem ent above o f f i c e r s  i n  t h e  r o u t i n e  
a d m i n i s t r a t i o n  r o l e s  o f  th e  d e p a r tm e n t ,  t h i s  s h o u ld  n o t  p ro v e  i n s u p e r a b l e .
Two a s p e c t s  which a r e  becoming e v e r  more p ro m in e n t  i n  p u b l i c  
s e r v i c e  employment w i l l  te n d  t o  a s s i s t  any move tow ards  g a in in g  t h i s  
ty p e  o f  a d m i n i s t r a t i v e  f l e x i b i l i t y  f o r  r e s e a r c h  s e c t i o n s .  These a r e  
f i r s t l y  t h e  i n c r e a s i n g  p u b l i c  r e s p e c t  and  n e e d  f o r  more h i g h l y  q u a l i f i e d  
s c i e n t i s t s  i n  th e  p u b l i c  s e r v i c e ,  and s e c o n d ly  th e  r a p i d l y  i n c r e a s i n g  
numbers o f  g r a d u a t e s  becoming a v a i l a b l e  f o r  employment and t h e  h i g h e r  
s t a n d a r d s  and more l i b e r a l  a t t i t u d e s  which t h e s e  young o f f i c e r s  w i l l
b r i n g  w i th  them.
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CHAPTER NINE
THE STRUCTURE OF FUTURE FORESTRY ORGANIZATIONS
The preceding chapters have examined forestry organizations 
as they are today with little comment on faults or possible improve­
ments. If we use as a basic tenet the concept that the organizational 
structure must relate to its environment it is possible to evaluate 
the effectiveness of a given organizational structure and, using the 
relationships between environment and structure described by Lawrence 
and Lorsch (1967), to indicate the nature of any short-comings.
Changes in organizational environment necessitate appropriate changes 
in the structure of organizations. It is for this reason that the 
work of these authors appears so appropriate as a guide to organi­
zational development.
Earlier in this essay we have noted that management for 
change involves an appreciation of the organization’s relationship 
with its environment. It also requires an awareness of the manner 
in which the organizational environment is changing. These factors 
combine to require of management attitudes which may well be missing 
at the executive and policy formulating levels of today’s forestry 
organizations.^' Younger generations of leaders may be expected to 
show more appreciation of changing conditions and changing organizational
Senior personal in major forestry services today are likely to have 
spent their formative years in forestry under social and economic 
conditions which were relatively stable compared with those of 
today. However Harris (1968) has recalled the bitter struggles to 
establish forestry and forest reserves in the early days of 
Australian forestry services. Such experiences must have had 
significant effects on attitudes towards the role of forestry in 
the community for many years.
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r e q u i r e m e n t s .  There  i s  an i n c r e a s i n g  a w a re n e ss  o f  th e  im p o r ta n c e  o f  
m a n a g e r i a l  t r a i n i n g  b o th  a t  u n d e r g r a d u a te  l e v e l s  and i n  t h e  c o u rs e  o f  
p r o f e s s i o n a l  f o r e s t r y  c a r e e r s  (Yoho, 196 9 ) .  Yet d e s p i t e  th e  advances  
o f  s o c i a l  s c i e n c e  tow ards a th e o r y  o f  o r g a n i z a t i o n s  i n  r e c e n t  y e a r s ,  
we do n o t  h av e  a p a r t i c u l a r  answ er t o  any p a r t i c u l a r  o r g a n i z a t i o n a l  
p ro b le m . The m ajo r  advances  i n  s o c io l o g y  a p p e a r  to  be  i n  th e  means 
o f  a n a l y s i n g  th e  p rob lem s (L up ton , 1971) and  i n  th e  encouragm en t o f  a 
more a d a p t i v e  s t a n c e  f o r  management.
A t t i t u d e s  to  O r g a n iz a t io n
Any v o l u n ta r y  o r  i n t e r n a l l y  d i r e c t e d  moves tow ards  change i n  
th e  s t r u c t u r e  o f  f o r e s t  s e r v i c e s  w i l l  be  d e p e n d e n t  upon two f a c t o r s ,  
l a r g e l y  in d e p e n d e n t  o f  e n v i r o n m e n ta l  p r e s s u r e s .  The f i r s t  w i l l  be 
th e  n a t u r e  o f  th e  e x i s t i n g  o r g a n i z a t i o n  and  any t i e s  i t  may have  to  
p a r e n t  b o d i e s .  The seco n d  w i l l  be  t h e  way i n  w hich  members o f  th e  
o r g a n i z a t i o n  s e e  t h e m s e lv e s ,  b o th  as i n d i v i d u a l s  and as members o f  a 
team , i n  r e l a t i o n  t o  t h e i r  p e r s o n a l  and o r g a n i z a t i o n a l  g o a l s .
We have  n o te d  th e  s t r o n g  b u r e a u c r a t i c  s t y l e  o f  t h e  m ajo r  
f o r e s t  s e r v i c e s .  T h is  w i l l  t e n d  to  i n h i b i t  o r g a n i z a t i o n a l  change, 
and a l s o ,  th e  e x p r e s s i o n  o f  t h o u g h ts  d i r e c t e d  tow ards  c h a n g e .  D e s p i te  
any such  " r e p r e s s i o n "  which may have o c c u r r e d  i n  t h e  p a s t ,  t h e  c u r r e n t  
s o c i a l  c l i m a t e  i s  such  as to  make th e  r e c o n s i d e r a t i o n  o f  o b j e c t i v e s ,  
m o tiv es  and  hen ce  th e  a d o p t io n  o f  more a p p r o p r i a t e  o r g a n i z a t i o n a l  
s t r u c t u r e s  v i r t u a l l y  i m p e r a t i v e .
The r o l e  w hich  l e a d e r s  se e  f o r  t h e i r  o r g a n i z a t i o n s  may 
become a p p a r e n t  to  o u t s i d e r s  i n  r e p o r t s  and  p u b l i c a t i o n s .  I t  s h o u ld  
c e r t a i n l y  be a p p a r e n t  to  c lo s e  a s s o c i a t e s  w i t h i n  an o r g a n i z a t i o n
^ Henry ( 1 9 6 7 ) h a s  i n d i c a t e d  t h i s  s low  aw aken ing  to  r e s e a r c h  r e q u i r e ­
ments i n  th e  f o r e s t  s e r v i c e .  H is d i s c u s s i o n  o f  th e  d i s p o s i t i o n  o f  
r e s e a r c h  u n i t s  w i t h i n  th e  f o r e s t  s e r v i c e  to  e f f e c t i v e  r e s e a r c h  e f f o r t s  
shows an a p p r e c i a t i o n  o f  o r g a n i z a t i o n a l  f l e x i b i l i t y  and th e  b e n e f i t s  
to  be g a in e d  by c o n s i d e r i n g  th e  i n t e r p l a y  o f  o r g a n i z a t i o n a l  u n i t s  w i th  
t h e i r  e n v iro n m e n t  i n  th e  d e s ig n  o f  th e  o r g a n i z a t i o n ' s  s t r u c t u r e .
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th ro u g h  n o rm a l  i n t e r p e r s o n a l  com m unica t ion . The r e s u l t a n t  p e r s p e c t i v e  
w hich i s  t r a n s m i t t e d  w i t h i n  t h e  o r g a n i z a t i o n  w i l l  have  a s t r o n g  
b e a r i n g  on th e  way i n  w hich any o r g a n i z a t i o n a l  change i s  d i r e c t e d ,  
e s p e c i a l l y  w i t h i n  a b u r e a u c r a c y .
In  C h a p te r  One th e  c o n c e p t  o f  a "p a ra d ig m "  as a means o f  
d e f i n i n g  th e  s t a n c e  a d o p te d  by  a n  o r g a n i z a t i o n  tow ards  f o r c e s  o f  
change and  c o n f l i c t  was m e n t io n e d .  I t  would be  d i f f i c u l t  to  j u s t i f y  
w i th  c o n f id e n c e  any such  p a ra d ig m  f o r  t o d a y ' s  f o r e s t  s e r v i c e s .
However, a  "human r e l a t i o n s "  model seems i n c r e a s i n g l y  more a c c e p t a b l e .  
The r e c o g n i t i o n  o f  c h a n g in g  o b j e c t i v e s  f o r  t h e  f o r e s t  s e r v i c e ,  as 
d i s c u s s e d  by F e a m s i d e  (1975) a s s o c i a t e d  as i t  i s  w i th  i n c r e a s i n g  
a w a ren e ss  o f  t h e  n e e d  f o r  p u b l i c  in v o lv e m e n t  i n  f o r e s t r y  m a t t e r s  
f o rm e r ly  c o n s id e r e d  as th e  s o l e  p r e r o g a t i v e  o f  f o r e s t e r s ,  t e n d s  to  
h i g h l i g h t  t h e  a c c e p t a b i l i t y  o f  such  a p e r s p e c t i v e  w i t h i n  t h e  f o r e s t  
s e r v i c e  i t s e l f .
A lso  d i s c u s s e d  i n  C h a p te r  One was th e  i d e a  o f  an " a b s o r p t i o n  
o f  p r o t e s t "  s t r a t e g y .  I t  i s  p o s s i b l e  t h a t  su c h  an i d e a  may be  
i n c r e a s i n g l y  a c c e p t e d  w i t h i n  f o r e s t  s e r v i c e s ,  i n  l i n e  w i th  an 
i n c r e a s i n g l y  l i b e r a l  a t t i t u d e  tow ards  u n c o n v e n t io n a l  v i e w - p o i n t s .
The w id e n in g  o f  p e r s p e c t i v e s  to w ard s  th e  to p  o f  t h e  h i e r a r c h y  w hich  
w i l l  a l lo w  su c h  a s t r a t e g y  may a l s o  be  s e l f  p e r p e t r a t i n g .
Where such  a s t r a t e g y  i s  a b s e n t ,  and h en ce  a more r e s t r i c t e d  
v iew  o f  f o r e s t r y  f u n c t i o n s  p e r s i s t s ,  i t  i s  p o s s i b l e  t h a t  t h e r e  w i l l  
be i n c r e a s i n g  c o n f l i c t  b e tw een  th e  o r g a n i z a t i o n  and s o c i e t y  and  a l s o  
d i s c o n t e n t  am ongst t h e  low er  ra n k s  more i n  tu n e  w i th  c h a n g in g  v a lu e s  
th a n  th e  o l d e r  g e n e r a t i o n s  a t  th e  top  o f  t h e  h i e r a r c h y .
P r o v id i n g  f o r  New S t r u c t u r a l  E lem en ts
I t  may be i m p l ie d  from  p r e v io u s  c h a p t e r s  t h a t  g r e a t  changes  
i n  th e  o r g a n i z a t i o n  o f  th e  t y p i c a l  f o r e s t  s e r v i c e  a r e  u n l i k e l y .  When
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c hanges  t a k e  p l a c e  they  a r e  l i k e l y  to  o c c u r  w i t h i n  t h e  l i m i t s  o f  th e  
s y s te m  im posed  by  th e  r u l e s  o f  t h e  b u r e a u c r a c y .  However, i t  w i l l  be 
change i n  t h e  form  o f  " c r e a t i v e  m o d i f i c a t i o n "  (K atz  and G e o g o p o u lo u s , 
1971) w hich  r e s p o n s i b l e  management w i l l  r e q u i r e .
D i f f e r e n t  f u n c t i o n a l  u n i t s  de v e lo p  d i f f e r e n t l y  w i t h  r e s p e c t  
t o  fo rm a l  r e p o r t i n g  r e l a t i o n s h i p s ,  c r i t e r i a  f o r  rew ards  and c o n t r o l  
p r o c e d u r e s  (Lawrence and L o r s c h ,  1 9 6 7 ) ,  and t h e s e  f a c t o r s  s h o u ld  be 
g iv e n  a p p r o p r i a t e  c o n s i d e r a t i o n  w here o r g a n i z a t i o n a l  deve lopm en t i s  
r e q u i r e d .
Any change i n  an o r g a n i z a t i o n a l  e n v iro n m e n t  may l e a d  t o  
new s t r u c t u r a l  e le m e n ts .  These may t a k e  th e  form o f  new o r  r e c o n ­
s t i t u t e d  w o rk in g  g r o u p s , o r  r e v i s e d  w o rk in g  r e l a t i o n s h i p s  b e tw e en  
e x i s t i n g  f u n c t i o n s  o f  an o r g a n i z a t i o n .
Complementary to  th e  c r e a t i o n  o f  new s t r u c t u r a l  e le m e n ts  
s h o u ld  be  t h e  p r o v i s i o n  o f  a d e q u a te  means f o r  t h e i r  i n t e g r a t i o n .  To 
a c h ie v e  e f f e c t i v e  i n t e g r a t i o n  th e  i n e v i t a b l e  c o n f l i c t s  r e s u l t i n g  from  
d i f f e r e n t  p o i n t s  o f  v iew o f  v a r i o u s  f u n c t i o n a l  s p e c i a l i s t s  must be 
r e s o l v e d .  I t  i s  a common f a i l u r e  o f  o r g a n i z a t i o n a l  r e s t r u c t u r i n g  to  
f a i l  to  p l a n  a d e q u a te  means o f  i n t e g r a t i o n .  These a r e  l e f t  t o  be 
d e v e lo p e d  a lm o s t  s u b c o n s c i o u s ly ,  w i t h  th e  s u c c e s s  o f  th e  new o r g a n ­
i z a t i o n  d e p e n d in g  to  a v e ry  l a r g e  d e g re e  upon i n d i v i d u a l  c o o p e r a t i v e n e s s  
and th e  p e r s o n a l i t i e s  o f  p o t e n t i a l l y  c o n f l i c t i n g  members. In  a d d i t i o n ,  
M i l l e r  and  R ice  (1967) have  i n d i c a t e d  th e  need  to  a v o id  m a tc h in g  b o th  
t a s k  and s e n t i e n t  b o u n d a r i e s  w i t h i n  th e  o r g a n i z a t i o n  i f  lo n g  te rm  
e f f i c i e n c y  i s  to  be a c h ie v e d .
Many t a s k s  i n  a  modern f o r e s t r y  s e r v i c e  r e q u i r e  a m u l t i ­
d i s c i p l i n a r y  a p p ro a c h .  The p r o j e c t  ty p e  o f  o r g a n i z a t i o n  d e s c r i b e d  by 
M i l l e r  and  R ice  (1967) and Kingdom (1973) a p p e a r s  w e l l  s u i t e d  t o  such  
t a s k s .  The f l e x i b i l i t y  o f  t h e s e  ty p e s  o f  o r g a n i z a t i o n  s h o u ld  t h e r e f o r e  
be p r o v id e d  f o r  i n  th e  s t r u c t u r e  o f  a f o r e s t  s e r v i c e .
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Making the Change
Reviews of organization are routine procedure in the public 
service controlled organizations of which most forest services are 
a part. Such reviews serve not only to justify any change in staff 
'establishment’ within a given organization but also to maintain 
consistency of salary levels for various levels of responsibilty and 
work-load over the public service as a whole. Alterations to organ­
izational structure in such a system can be severely restricted.
In adhering to the present patterns of bureaucracy, provision of 
flexibility is almost entirely excluded.
As a result of this style of organizational review, changes 
desired by members to improve their own performance and satisfaction 
may frequently be frustrated. Worse still, failure of reviewing 
officers to adequately appreciate the varying functions of an 
organization can result in the virtual emasculation of an organization 
which had formerly been reasonably effective through the development 
of informal organizational relationships.
How to make changes in the public service type organization 
which will achieve objectives such as adaption to environmental change 
and personal motivation under conditions of changing personal values 
will prove a difficult task. It will require more than a thorough 
and wide-spread understanding of organizational-environmental-staff- 
motivation relationships.
According to Starbuck (1965), organizational rigidity is 
rooted in the inducements-contributions-balance of the organization.
He states that:
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These inducements include salaries and statuses, the 
pleasures of performing tasks in particular and familiar 
ways and of associating with particular and familiar people, 
and the satisfactions of contributing to the accomplish­
ment of specific organizational goals and of molding 
organizational goals to personal value systems.
A successful change must at least preserve this balance of contrib­
utions and inducements amongst key members of the organization.
A common problem is the failure to take note of changing 
supervisor-subordinate proportions in many technically oriented 
fields. Thus while a particular groups responsibilities may show 
little change, the result of technical developments may often be to 
reduce the number of staff required to perform the task. The value 
of increased skills should at least balance the loss of supervisory 
responsibilities in evaluating work loads and appropriate salary 
levels. Under existing public service tenets this is generally not done. 
Future Prospects
A number of factors are combining to breakdown traditions of 
organization which have shaped today's bureaucracies. In the case 
of forest services, the organizational environment is changing as 
communities become more affluent and more concerned with both resources 
and environmental conservation. Technology has been directed to 
increase manpower productivity, in both planning and application.
With inevitable diminishing returns for technical improvements, the 
application of research effort has spread to most facets of forestry 
work.
These factors are permeated by personal attitudes which are 
being tempered by increasing inputs of technical knowledge through 
training and increasing tolerance generated both by improved standards 
of living and a broader perspective assisted by improved communication 
systems in society generally.
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At the same time there is recognition of the need for 
improvements in managerial training for professional forestry. 
Previously isolated fields of social science will thus have their 
impact on forestry organizations.
The recognition of multi-disciplinary teams as a means of 
coping with complex problems and the flexibility in organizations 
which is required to facilitate the operation of such teams should 
have a notable impact on future forestry organizations.
At this stage it is difficult to see any change in the 
major functions of present forestry organizations. The tendency to 
group some functions into a category classed as operations may be 
modified as it tends to accentuate the gap between routine functional 
groups and research and planning groups.
A more appropriate development will permit the research and 
planning functions of the organization to make more intimate contact 
with the actual tasks of the organization. Hence the development of 
much more prominant planning and communication functions within the 
organization is to be expected.
Variation in the territorial responsibilities of forest 
services, together with varying degrees of difficulty in communication, 
impose added constraints to the form a forest service organization may 
effectively take within different geographical , political or enter­
prise boundaries. Johnston, Grayson and Bradley (1967) have shown 
how such factors can require additional executive levels and hence 
complexity within a forest service. Decentralization must be an issue 
of increasing concern to the future forest service. While steadily 
improving communication systems generally facilitate ease of control 
despite geographical isolation of forest districts this factor will 
tend to be suppressed by the need for participation in decision-making 
amongst the more qualified staff of tomorrow’s organization.
CHAPTER TEN
GENERAL DISCUSSION
I f  o r g a n i z a t i o n  i s  t h e  most i m p o r t a n t  o f  human i n n o v a t i o n s  
(F ab rycky  and  T o rg e rs e n ,  1966) i t  i s  a l s o  one o f  t h e  m ost d i f f i c u l t  
on w hich  to  o b t a i n  a c o n c e n s u s .  In  many ways a d i s c u s s i o n  o f  
o r g a n i z a t i o n  t e n d s  to  be a d e l i c a t e  s u b j e c t .  T h is  i s  p r i m a r i l y  
due to  t h e  n a t u r e  o f  human r e l a t i o n s  w hich i n  e f f e c t  c o n s t i t u t e  t h e  
" g r i s t "  t o  th e  o r g a n i z a t i o n a l  " m i l l " .
F o r  t h i s  r e a s o n ,  among o t h e r s ,  i t  was n o t  f e l t  a p p r o p r i a t e  
t o  d e a l  i n  d e t a i l  w i th  any p a r t i c u l a r  o r g a n i z a t i o n .  Even w i th  th e  
g e n e r a l i s e d  t r e a tm e n t  a t t e m p te d  i n  t h i s  e s s a y  how ever ,  i t  was found 
i m p o s s ib l e  t o  a v o id  h i g h l i g h t i n g ,  t o  some e x t e n t ,  p rob lem s o r  s h o r t ­
comings w hich  were a p p a r e n t  t o  t h e  v ie w p o in t  as an o u t s i d e r .
Such e x p r e s s i o n s  o f  c r i t i c i s m  b e a r  a  w eakness  due t o  th e  
l a c k  o f  d e t a i l e d  know ledge . The a tm osphe re  o f  an o r g a n i z a t i o n ,  b e in g  
c r e a t e d  by many n u an ces  o f  p e r s o n a l  i n t e r a c t i o n  and p h i lo s o p h y  o f  
o b j e c t i v e s ,  can h a r d l y  be  a p p r e c i a t e d  by th e  c a s u a l  o b s e r v e r ,  y e t  
t h e s e  a r e  f r e q u e n t l y  t h e  most s a t i s f y i n g  f e a t u r e s  o f  an o r g a n i z a t i o n  
f o r  th e  lo n g  term  member, and  c o n t r i b u t e  s i g n i f i c a n t l y  t o  t h e  e f f e c t i v e  
n e s s  o f  i t s  p e r fo rm a n c e ,  a t  l e a s t  i n  th e  s h o r t  te rm .
The e f f e c t s  o f  change h av e  b een  d i s c u s s e d  a t  l e n g t h  and i t  
I s  o b v ious  t h a t  a p p r o p r i a t e  im provem ents  i n  o r g a n i z a t i o n s  w i l l  on ly  
be a c h ie v e d  a t  an a d e q u a te  r a t e  th ro u g h  c r i t i c a l  exchange  o f  i d e a s  
be tw een  r e p r e s e n t a t i v e s  o f  o r g a n i z a t i o n s  and o t h e r  c o n c e rn e d  i n d i v i d u a l s  
A p p l i c a t i o n  o f  S o c io lo g y
The p r im a ry  p u rp o se  o f  t h i s  e s s a y  was t o  e x p lo r e  th e  
p o s s i b i l i t y  o f  a p p ly in g  o r g a n i z a t i o n a l  t h e o r y  from  th e  s o c i a l  s c i e n c e
o f  o r g a n i z a t i o n s  t o  th e  p r a c t i c a l  f i e l d  o f  f o r e s t  s e r v i c e  im provem ent.
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If the confusion engendered by the many viewpoints expressed 
by writers in this field can be overcome, it is apparent that present 
day forest service organizations bear very much in common with other 
forms of organization - the same set of problems and probably many 
of the apparent solutions.
However, the application of sociological principles to 
organizational improvement brings to the surface a whole set of 
problems in addition to those it was initially intended to solve.
To a large extent these "extra" problems relate to the personal 
resentment of "outside" forces which intrude upon something as intimate 
as strongly entrenched organizational practices can become.
New ideas on organization can be considered and accepted more 
readily by the younger and middle age ranks of an organizational heir- 
archy. Despite the profound influence of the human relations school 
of organization theory over the past few decades, it is a common 
experience to find that the present day leaders of organizations have 
reached their position not only by virtue of their personal drive and 
skills, but by adherence to vogues of leadership, which are frequently 
unacceptable in terms of modern ideas of leadership. To a large degree 
the organizational structures of forest services as we have seen them 
have been preserved by autocratic styles of leadership.
Changes to organizational forms more in harmony with the 
requirements of current social values may to a large extent be seen 
as associated with the retirement of this generation of leaders.
The application of sociology is thus accelerating with 
the increasing influence of younger generations.
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Terms of Leadership
Leadership is a factor of primary importance in organ­
izations. In emphasising the structural features of organizations 
in this essay, and in the context of the preceding paragraphs a brief 
comment seems appropriate.
The demise of a charismatic leader generally leaves a 
sense of vacuum in an organization. There may be a reaction which in 
effect leads to a distinctly different leadership style. It is also 
a period in which breakaway movements tend to flourish. Objectives 
may be revised, and new courses set.
The nature of bureaucracy is to delimit such changes.
However a certain sympathy for change by controlling bodies at times 
of changing leadership appears to allow a much greater rate of change 
at these times. This has definitely been a feature of forest services 
organizations in recent years.
Of particular interest here is a trend towards limiting 
periods or terms of appointment to the senior office. There is also 
a move towards distributing the responsibility of this office - almost 
to a committee level. The New Zealand Forest Service is an example of 
this.
Such a trend may be in line with the increasing area of 
technology embraced by a technical or scientific-discipline-related 
organization such as a forest service. It may also be stimulated by 
Increasing demands for public participation in natural resource 
planning and the added demands for communication with outside interests 
which this creates.
Engagement of Other Disciplines
It is only in the last few years that the typical forest 
service has seen a place for professionally qualified people other
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th a n  f o r e s t e r s .  The b r o a d  f i e l d  o f  f o r e s t r y  s t i l l  c a l l s  f o r  t h e  
w id e ly  b a s e d  t r a i n i n g  c u r r i c u lu m .  S p e c i a l i z a t i o n  b u i l t  upon such  a 
w ide  b a s i c  t r a i n i n g  i s  c e r t a i n l y  t h e  i d e a l  as th e  n eed  grows f o r  
more i n d e p th  know ledge o f  each  f a c e t  of f o r e s t r y .  However t h e  growth 
o f  f o r e s t  s e r v i c e s  h a s  found room f o r  th e  engagem ent o f  o t h e r  p r o f e s s i o n s ,  
i n  an e v e r  i n c r e a s i n g  s t r e a m .  T h e i r  accom modation h a s  f r e q u e n t l y  found  
th e  n o rm a l  r a t e  o f  change i n  o r g a n i z a t i o n a l  e s t a b l i s h m e n t s  to o  s lo w . 
B i o l o g i s t s ,  e c o n o m is t s ,  m a th e m a t ic i a n s ,  p h y s i c i s t s  and c h e m is ts  have  
o f t e n  b e e n  a l l o t e d  p o s i t i o n s  d e s ig n a t e d  as f o r e s t e r s  and w i t h  i n a p p r o p ­
r i a t e  " d u ty  s t a t e m e n t s " .
I t  i s  c e r t a i n  t h a t  th e  i n c o r p o r a t i o n  o f  such  o f f i c e r s  h a s  
b r o a d e n e d  t h e  p h i lo s o p h y  o f  f o r e s t  s e r v i c e s .  T h e i r  a c c e p ta n c e  h a s  
g e n e r a l l y  b e e n  good w i t h i n  a t r a d i t i o n a l  "one  d i s c i p l i n e "  o r g a n i z a t i o n .  
I n t e g r a t i n g  A g en c ies
Change from  an o r g a n i z a t i o n a l  p a t t e r n  o f  a u t o c r a t i c  l e a d e r ­
s h ip  and s im p le  " c h a i n  o f  command" b u r e a u c r a t i c  p r o c e s s  o f  com m unica t ion , 
t o g e t h e r  w i t h  t h e  i n c o r p o r a t i o n  o f  a  m u l t i d i s c i p l i n a r y  s t a f f  e s t a b l i s h ­
m ent, b r i n g s  a n e e d  f o r  e x t e n s i v e  u se  of  i n t e g r a t i n g  a g e n c i e s  w i t h i n  an 
o r g a n i z a t i o n .  The i d e a s  o f  Lawrence and L o r s c h ,  w hich  gave c o n s i d e r a b l e  
e m phas is  t o  t h i s  n e e d ,  were exam ined  i n  C h a p te r  3.
I n  a  com plex o r g a n i z a t i o n  such  a deve lopm en t c o u ld  g iv e  th e  
im p r e s s io n  o f  w ork b e i n g  l i t t l e  more th a n  a s e r i e s  o f  com m ittee  m e e t in g s .  
As such  t h e  c o n c e p t  o f  i n t e g r a t i o n  m ust be v iew ed  w i th  s u s p i c i o n  as to  
i t s  a i d  i n  i n c r e a s i n g  e f f i c i e n c y .  I t  i s  o b v io u s  t h a t  i n t e g r a t i n g  
a g e n c ie s  m ust be c a r e f u l l y  p la n n e d  and c o n t r o l l e d .
T h is  i s  a n o th e r  a s p e c t  o f  o r g a n i z a t i o n  w hich h a s  b e e n  g iv en  
l i t t l e  more th a n  p a s s i n g  a t t e n t i o n  i n  t h i s  e s s a y .  However, i t  i s  an 
a s p e c t  which m ig h t  e a s i l y  be s t r e s s e d  t o  d i s a d v a n t a g e .
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Working Plans or Centralized Control
In considering the pattern of forest service organizations 
mention was made of apparent variation in the strength of centralized 
control between forest services, even where their basic organizational 
structure was very similar.
Classical forestry management practice has been "enshrined" 
in the use of carefully researched working plans for localized forest 
areas.
The implementation of such a plan supposes that it will 
provide a program of work in forest management of the area and also 
a method of working which will proceed independent of the forest 
officers delegated to oversee its operation from time to time. Such 
plans are invariably subject to review at reasonably short intervals 
of time. In practice the use of Working Plans as a means of forest 
management leaves a good deal of room for individuality in application 
of the plan and attention to its objectives. As such the use of 
Working Plans for forest districts is a form of decentralization of 
authority.
Concluding Remarks
The increasing concern with the inappropriate nature of 
forest service- organizational structures, the medium through which 
the forestry profession must implement its objectives for the benefit 
of society, is certainly justified. An examination of the literature 
of social science indicates that such concern is common to many fields 
of human endeavour at the present time.
This element of concern will motivate corrective action.
The search for solutions will find some value amongst time honoured 
principles of organization held within existing bureaucratic organi­
zations. However there is more to be gained by an objective approach
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to organizations with the assistance of modem social science.
An appreciation of organizational problems and the advantages of 
flexibility in organizational structures will be increasingly 
served by the incorporation of appropriate management training in 
professional forestry curricula. Attitudes to management will be 
modified from the social viewpoint as well as by technical 
considerations.
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